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ABSTRACT
The aim of this study is to explore the little-researched concept of teamworking as it applies to 
multi-unit hotel operations in the UK. Hotel operations in the UK and elsewhere are being 
subjected to market and structural changes that may affect their strategic approaches to 
managing human resources. The study explores the perceptions of teamworking as evidenced 
by hotel employees through interviews, surveys and a series of action research meetings with 
two major multi-unit hotel groups in the UK.
The literature search led to the conclusion that much of the current writing concerning 
teamwork is discursive and fails to take into account the characteristics of service industries 
and the hospitality industry in particular. The systems view of teamwork suggested by 
Schermerhom et al (1995) was adapted to provide a theoretical basis for studying hotel teams. 
The qualitative data support the view that teamworking in hotels is a complex activity and that 
solutions vary according to unit and employee perception. One constraint to effective 
teamworking is a perceived gap between staff and managers which inhibits communication 
and the understanding of objectives. The quantitative data suggests that the innovative 
teamworking initiatives used by Hotel company 2 leads to a team climate that is better than 
that in some Hotel company 1 hotels. Nevertheless, all the hotels studied scored worse than a 
norm set of teams in diverse organizational settings, and this suggests that teamworking in 
hotels needs more development.
Another aim is to evaluate the action research technique as a method of continuous 
improvement in hotels. The experience of the study led to the conclusion that action research 
is a valuable tool, but that it is time-consuming and difficult to facilitate, and this may not suit 
the practical and operations-centred nature of many hotels. The study concludes that 
traditionality and the hierarchical structure of many hotels can constrain effective teamwork. If 
hotels are to make better use of their human resources, they will need to look critically at the 
way that employees work together. Teamworking is a desirable strategic objective but it is 
difficult to achieve.
CONTENTS
Page
ABSTRACT
CONTENTS ii
LIST OF FIGURES vi
LIST OF TABLES viii
LIST OF APPENDICES x
GLOSSARY OF TERMS xi
ACKNOWLEDGEMENTS xii
CHAPTER 1 INTRODUCTION TO THE STUDY
1.0 Introduction 1
1.1 The academic importance of the topic 1
1.2 The managerial importance of the topic 2
1.3 Outline of the thesis 2
CHAPTER 2 STRATEGIC CONCEPTS AND THE CONTEXT OF THE STUDY
2.0 Introduction 8
2.1 Strategy and strategic planning 9
2.2 Strategy in hospitality 13
2.3 Efficiency and effectiveness 15
2.4 Adaptability, change and culture 17
2.5 Hospitality characteristics and operations 20
2.6 The UK hospitality industry 22
2.7 Hospitality management 29
2.8 Working in hospitality 32
2.9 Managing change in hospitality 34
2.10 Conclusions 36
CHAPTERS GROUPS, TEAMS AND TEAMWORK
3.0 Introduction 37
3.1 Making sense of the world 3 8
3.2 The nature of groups 40
3.3 Groups as occupational communities 51
3.4 Teams 53
3.5 Team performance 59
3.6 Some examples of effective teams 63
3.7 Team relationships 65
3.8 Conclusions 74
CHAPTER 4 RESEARCH METHODS AND PARADIGMS
4.0 Introduction 76
4.1 Tensions between quantitative and qualitative research 77
4.2 The positivist debate 78
4.3 Qualitative methods 79
4.4 Theory-building considerations 89
4.5 Research problems and questions 91
4.6 Selection of research design 92
4.7 Research strategy 94
4.8 Triangulation 97
4.9 Conclusions 99
CHAPTER 5 METHODS AND TECHNIQUES USED IN THE STUDY
5.0 Introduction 101
5.1 Research design 101
5.2 Research stages 104
5.3 Research question 1: The nature of teamworking in a hotel 106
5.4 Research question 2: Effective teamworking in hotels 117
5.5 Research question 3: Self-managed teams in hotels 128
5.6 Conclusions 129
CHAPTER 6 FINDINGS I: SEMI-STRUCTURED INTERVIEWS
6.0 Introduction 130
6.1 Background to Hotel A 131
6.2 Analysis of interviewees 132
6.3 Profile by pre-suggested issues 139
6.4 Other issues raised by interviewees 144
6.5 Hotel company 2 and Hotel G 149
6.6 Conclusions 154
111
CHAPTER 7 FINDINGS II: CASE STUDIES OF ACTION RESEARCH TEAMS
7.0 Introduction 156
7.1 Background to the hotels 157
7.2 Hotel B 158
7.3 Hotel C 166
7.4 Hotel D 174
7.5 Hotel E 181
7.6 Hotel F 189
7.7 Conclusions 189
CHAPTER 8 FINDINGS HI: TEAM CLIMATE INVENTORY QUESTIONNAIRES
8.0 Introduction 192
8.1 TCI construct reliability 195
8.2 Data set I 195
8.3 Data set II 200
8.4 Data set III 204
8.5 Data set IV 208
8.6 Combined and aggregated scores 212
8.7 Comparisons to published results 218
8.8 Conclusions 218
CHAPTER 9 CONCATENATION OF RESEARCH FINDINGS
9.0 Introduction 219
9.1 Semi-structured interviews 220
9.2 Action research teams 222
9.3 TCI questionnaires 224
9.4 Conclusions 224
CHAPTER 10 DISCUSSION OF RESEARCH FINDINGS
10.0 Introduction 226
10.1 Teamworking in hotels 226
10.2 Effective teamworking and hotel teams 236
10.3 Managing change through teams 241
10.4 Limitations of the study 244
10.5 Conclusions 245
IV
CHAPTER 11 CONCLUSIONS FROM THE STUDY
11.1 Evidence of teamworking 247
11.2 Problems 248
11.3 Solutions 248
11.4 Effective teams 249
11.5 Comparisons with other teams 250
11.6 Hotel company 2 250
11.7 The TCI instrument 251
11.8 Action research 251
11.9 Conclusions 251
CHAPTER 12 RECOMMENDATIONS AND DIRECTIONS FOR FURTHER RESEARCH
12.0 Introduction 253
12.1 Recommendations 253
12.2 Directions for future research 254
12.3 Conclusions and personal comments 255
REFERENCES 256
APPENDICES 279
LIST OF FIGURES
Figure 2.1 Scope and aims of the literature search 9
Figure 2.2 Approaches to human resource management in service organizations 13
Figure 2.3 Descriptive relationships between inputs and outputs 16
Figure 2.4 Medlik’s (1994: 6) three phases of travel 22
Figure 2.5 Star rating in hotels 28
Figure 2.6 The scope and centrality of hospitality management 29
Figure 2.7 Hospitality operations processes 31
Figure 2.8 The self-perpetuating vicious circle in the hospitality labour market 33
Figure 3.1 A flow diagram of the concepts addressed in chapter 3 37
Figure 3.2 Hartley’s (1997) integrative model of group processes 47
Figure 3.3 An open systems model of groups 48
Figure 3.4 Adair’s three areas of need 67
Figure 3.5 A bi-polar typology of group communication 73
Figure 3.6 Blake’s (1964) conflict management grid 74
Figure 4.1 Lewin’s (1946) planning cycle 87
Figure 5.1 An overview of the process of the research study 102
Figure 5.2 The triangulated research design 105
Figure 5.3 Anderson and West’s (1994a) Team Climate Inventory 113
Figure 5.4 McTaggart and Kemmis’ (1982) four ‘moments’ in action research 124
Figure 6.1 Interviewees profiled by gender 135
Figure 6.2 Interviewees profiled by team 137
Figure 6.3 Profiling by Job (1) 138
Figure 6.4 Profiling by Job (2) 139
Figure 6.5 The Hotel company 2 molecular unit structure 151
Figure 7.1 A map of the issues raised by the Hotel B team 163
Figure 7.2 Relationship diagram of the perceived problems and their effects at Hotel B 165
Figure 7.3 A map of the issues raised by the Hotel C team 169
Figure 7.4 Relationship diagram between the problems identified at Hotel C 171
Figure 7.5 A map of the issues raised by the Hotel D team 177
Figure 7.6 The virtuous circle identified by the Hotel D team 179
Figure 7.7 A map of the issues raised by the Hotel E team 184
Figure 7.8 Relationship diagram of the perceived problems and their effects at Hotel E 185
Figure 8.1 A two-dimensional radar diagram of team climate 194
Figure 8.2 A radar diagram of the TCI sten scores for data set I 199
VI
Figure 8.3 A radar diagram of the TCI sten scores for data set II 202
Figure 8.4 A radar diagram of the TCI sten scores for data set III 206
Figure 8.5 A radar diagram of the TCI sten scores for data set IV 210
Figure 10.1 Lashey’s grid of approaches to human resources 229
Figure 10.2 A vicious circle 231
Figure 10.3 Communications relationships in the hotel units 232
Figure 10.4 Solutions emerging from the study 233
Figure 10.5 An open systems view of effective working 255
Figure 10.6 A systems view of effective working 237
Figure 10.7 A comparative radar diagram of hotel and other teams 240
v i l
LIST OF TABLES
Table 2.1 Some definitions of strategy 11
Table 2.2 Definitions and scope of organizational culture 18
Table 2.3 Top UK hotel groups in 1997 23
Table 2.4 Hospitality groupings in the Standard Industrial Classification (1992) 25
Table 2.5 The characteristics of service and implications for hospitality operations 27
Table 3.1 Some definitions of groups 41
Table 3.2 A summary of some recent research studies into teamwork 57
Table 3.3 Belbin team roles 69
Table 3.4 The implications of Sherif s (1961) findings on hotels 71
Table 4.1 Typical features of three research strategies 94
Table 5.1 Stages of data collection and analysis 104
Table 5.2 Interpretation of Social Desirability scales on TCI profiles 116
Table 5.3 Interpretation of TCI sten scores and recommended courses of action. 117
Table 5.4 Linking Eden and Huxham’s twelve action research criteria to the study 119
Table 5.5 Timetable and locations for the action research meetings 123
Table 5.6 Information given to action research team members at the first meeting 125
Table 6.1 A taxonomy of hotel job functions 133
Table 6.2 The functional taxonomy applied to respondents in the study 134
Table 7.1 Profile of Hotel B team 159
Table 7.2 Profile of Hotel C team 166
Table 7.3 Profile of Hotel D team 175
Table 7.4 Profile of Hotel E team 182
Table 7.5 Comparative attendances by teams in the study 191
Table 8.1 The four data sets of TCI responses 192
Table 8.2 Reliability analysis for the four TCI factors 195
Table 8.3 TCI social desirability scores for data set I 195
Table 8.4 TCI sten scores for data set I 197
Table 8.5 TCI raw scores for data set I 198
Table 8.6 Calculated raw scores for data set I 200
Table 8.7 TCI social desirability scores for data set II 200
Table 8.8 TCI sten scores for data set II 201
Table 8.9 TCI raw scores for data set II 203
Table 8.10 Calculatedly-calculated raw scores for data set II 203
Table 8.11 TCI social desirability scores for data set III 204
vin
Table 8.12 TCI sten scores for data set III 205
Table 8.13 TCI raw scores for data set III 207
Table 8.14 Calculated raw scores for data set III 207
Table 8.15 Data set IV raw TCI social desirability scores 208
Table 8.16 TCI sten scores for data set IV 209
Table 8.17 TCI raw scores for data set IV 211
Table 8.18 Calculated raw scores for data set IV 211
Table 8.19 Comparing raw score by two methods 212
Table 8.20 One-way ANOVA calculations for Participative Safety 214
Table 8.21 Results of the Duncan test for Participative Safety 214
Table 8.22 One-way ANOVA calculations for Support for Innovation 215
Table 8.23 Results of the Duncan test for Support for Innovation 215
Table 8.24 One-way ANOVA calculations for Vision 216
Table 8.25 Results of the Duncan test for Vision 216
Table 8.26 One-way ANOVA calculations for Task Orientation 217
Table 8.27 Comparisons between norm and study groups 218
Table 10.1 A comparison between Hotel company 1 and Hotel company 2 228
Table 10.2 Summary of the primary Belbin role types in the action research teams 238
Table 10.3 Comparative Duncan scores for teams 6 and 4 for Participative Safety and Vision239
Table 10.4 Aggregated TCI mean scores 241
IX
LIST OF APPENDICES
Appendix 1 Document given to Hotel company 1 : Research project focus and timetable 279
Appendix 2 Handout for team members 283
Appendix 3 Explanatory presentation slides 286
Appendix 4 Belbin Team Role questionnaire 291
Appendix 5 Team Climate Inventory Questionnaire 296
Appendix 6 Organization chart of Hotel A 300
Appendix 7 Hotel C final report 301
Appendix 8 Hotel D final report 304
Appendix 9 Hotel E final report 309
X
GLOSSARY OF TERMS
Abbreviation Definition
Back of house Hotel workers involved in work which usually does not involve 
meeting the customer
Concierge Hotel job sometimes called a Hall Porter
Front of house Those hotel workers whose work involves customer interface
GM General Manager
HR Human resources
MPhil Master of Philosophy
NSQC National Society for Quality Circles
NSQT National Society for Quality through Teamwork
Sten A percentile-based normalised scoring system which shows 
distribution over a ten-point range
TCI Anderson and West’s (1994a) Team Climate Inventory
XI
ACKNOWLEDGEMENTS
Thanks are due for human and divine support. I am ever grateful to my 'wife Rowena for her 
patience and consolation when the going was bad as well as my Mother whose faith never 
faltered. My supervisors Dr Terry Desombre and Professor Richard Teare gave willingly of 
their valuable time to offer me encouragement and advice. Thank you both. I also wish to 
acknowledge the help given by other colleagues in the School of Management Studies, 
University of Surrey, including Dr Phil Dawes, Dr Graham Parlett and Dr Colin Hales. In 
addition, my thanks are offered to Dr Neil Anderson of Goldsmith’s College, University of 
London for his prompt response to my call for assistance.
My profound thanks to all involved.
X ll
Introduction to the study
Chapter 1 
Introduction to the study
1.0 Introduction
This chapter provides an introduction to the research study and its aims. The 
importance of teamworking is discussed from the academic and managerial 
perspectives and this is followed by the research aims, methodology and a chapter-by- 
chapter structure.
1.1 The academic importance of the topic
Teamworking is a topic that has come to the fore since the 1970s and has implications 
for a number of academic disciplines including organizational behaviour, industrial 
psychology, human resource management and business strategy. Wynn and Guditus 
(1984) claim that interest in the team concept has been one of the most significant 
developments in management thought and practice and this is of interest to academics. 
Studies have been conducted to map these changes and Barham et al (1988: 5), for 
example, note the greater utilisation of teams:
“It is people who will make the difference
This topic represents a change in thinking from process to human resources that has 
characterised a good deal of academic writing in management literature. Graham 
(1991: 31), for example, notes that leadership attitudes have changed from:
“Getting the most out o f individuals... to creating the conditions in which 
they, as parts o f  the group and o f their own volition, will want to give o f  
their best”.
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This topic, therefore, has importance as it represents a change in managerial 
orientation which has implications for operations and the way that people are 
managed.
1.2 The managerial importance of the topic
The practical managerial implications of an increased interest in the use of teams 
affects leadership as well as operational processes and structure, especially in the face 
of the increased stress and job insecurity that accompanies modem working life (Lau 
1988). Organizations, particularly in the service sector, are looking to ways of 
improving quality as demonstrated by manufacturing firms such as Ford (Peterson 
1991). There is evidence in some services settings, for example in hospitals, that the 
level of interaction and involvement between physicians and nurses can directly 
influence mortality levels of patients (Horak et al 1991). In such dramatic situations, 
effective teamwork can be clearly demonstrated, but Stott and Walker (1995) suggest 
that some organizations believe that teamwork is adequate, even when it barely exists. 
Woodcock (1989) identifies symptoms of bad teamwork including frustration, 
gmmbling and a lack of commitment that are evidence of dysfunctional behaviour that 
offers a challenge for management.
1.3 Outline of the thesis
This section sets out the broad aims and gives a summary of the methodology that was 
used in the study. A synopsis of each chapter is also presented.
1.31 Research aims
Although the dynamic nature of the environment demands change from hospitality 
firms, the traditionality that is characteristic of many of them tends to stasis, and this 
presents a challenge for the future. Olsen’s (1991) prediction is becoming a reality in 
the UK and structural changes are becoming a common way of reducing labour costs 
and increasing performance. In this context, the experience of the researcher has
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suggested that many UK hotels fail to make the best use of their employees and the 
trend to structural delayering may be seen as an opportunity to evaluate teamworking 
strategies as a means of improving personal and unit performance. As labour turnover 
is high and productivity is low in the UK hospitality industry (Witt and Witt 1989), 
teamworking may be a way to bring together staff and management in a unitary 
approach to solving recurring problems. There is, however, no research evidence that 
either casts light on the nature of teamworking in hotels or can confirm that the use of 
teams in manufacturing for process improvement is an appropriate method for hotels. 
This study aims to investigate these issues.
1.32 Methodology
To address these research aims, the methodology used is that of semi-structured 
interviews, surveys and participant observation. As the study seeks to cast new light 
on an area devoid of research, exploratory research techniques are used as:
“The research idea cannot be formulated very well”
(Phillips and Pugh 1994: 49).
Exploratory methods in the form of in-depth interviews were used to probe the nature 
of teamworking in one hotel unit. This data was analysed using content analysis by 
both manual and mechanical methods. The interviews were transcribed and analysed 
initially using Microsoft Word ‘search’ functions as well as NUD-IST content analysis 
computer software. These technological tools were used to support manual analysis of 
the interviews according to pre-suggested issues and those which were raised by 
interviewees. This enabled a view to be formed about the nature of teamworking 
importance, constraints and solutions from the viewpoint of a range of employees in a 
single hotel. It was important to choose a single unit in order to explore the 
relationships that exist between people and departments.
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The second method of analysis was to observe how teams of hotel workers addressed 
teamworking problems in their hotels through the medium of action research. Team 
behaviour and their solutions provided rich data that were analysed using the 
interpretative case study method. In order to ensure triangulation, an academically 
established method of measuring the perceptions of team members was used; 
Anderson and West’s (1994b) Team Climate Inventory (TCI). The responses were 
analysed firstly using the software that accompanies this questionnaire instrument and 
secondly using SPSS software to ensure accuracy.
1.33 Structure of the thesis
The thesis is structured in twelve chapters, including this introductory chapter.
Chapter 2 Strategic concepts and the context of the study
This chapter looks at the general theoretical context of the study by reviewing the 
literature concerning business strategy and planning. Some definitions of the concepts 
of strategy, effectiveness and efficiency lead to a view that business planning is 
essential to the success and continued existence of any business. Strategic 
implementation also relates to the management of change and planners need to take 
into account the effects of culture in planning for change. This theoretical framework 
is applied to the UK hospitality industry which, like many others is experiencing 
dynamic changes in the form of structural delayering. The effects of changes to unit 
structure in an industry like hospitality that is labour-intensive, may be to place 
greater demands upon employees to perform more effectively.
Chapter 3 Groups, teams and teamwork
This chapter addresses the concepts that are directly related to the study: group, teams 
and teamwork. A wide range of definitions and models for these concepts from the 
literature are presented and the chronological development of research studies from 
early experiments through the Human Relations School to the modem understanding
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of the concept of teams as effective work groups. The plethora of literature on this 
subject underlines its perceived importance as a manifestation of social behaviour, but 
little has been written which evaluates teamworking in hotels. Accordingly, the 
context of the UK hospitality industry is introduced and the nature of working in, and 
managing hospitality operations. In particular, the problem of conflict noted by Whyte 
(1948), Mars and Nicod (1984) and Dann and Hornsey (1986) may be one that could 
be minimised with more effective teamworking strategies. This leads to three research 
questions that relate to:
• Teamworking in hotels
• Effective teamworking
• Managing change
Chapter 4 Research paradigms and strategies
This chapter presents some of the views of theorists and experienced researchers 
about the way in which research should be designed and conducted. Some of the 
issues covered were the debates between qualitative and quantitative research and the 
positivist approach. Qualitative approaches were considered such as phenomenology, 
ethnography and ethnology as well as specific methods which included 
ethnomethodology, case studies and action research. Also addressed in this chapter 
are considerations on research design, building theory and triangulation.
Chapter 5 Methodology selected for the study
Having reviewed some of the major theoretical considerations in chapter 5, this 
chapter presents the actual choice of methodology and the criteria that shaped it. The 
chapter shows how the research design was developed to ensure rigour through 
planning, breadth through triangulation, validity and consistency by relating analysis 
to the research questions. The chosen methodology enables each of the three research 
questions to be examined through a triangulated methodology and this chapter 
explains how the data were collected and analysed.
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Chapter 6 Findings from the semi-structured interviews
This represents the first of three chapters of research findings. In order to address the 
first research question about perceptions of the nature of teamworking in hotels, semi­
structured in-depth interviews were conducted in a single hotel in Hotel company 1. 
Background details are given of Hotel A, where the fieldwork took place and the 
respondents are analysed by demographic and team role profiles and by using a range 
of occupational categorisations. The interviews covered some issues suggested by the 
literature and encapsulated in the research questions as well as others that were raised 
by interviewees. Finally, an interview with the General Manager of Hotel G, a unit 
run by Hotel company 2, is presented as a basis for comparing the data from Hotel A.
Chapter 7 Finding from the case studies of action research teams
This chapter contains descriptive data collected from the four action research teams 
that are presented in the form of interpretative case studies. Background details are 
provided for each of the hotels and a profile of each action research team by gender, 
job title and Belbin team role. The issues generated by the brainstorming efforts of 
each team are recorded using a ‘mind-map’ after Buzan (1974) and in the form of line 
diagrams and supported by direct quotations from team members. Each case 
concludes with an evaluation of the process of the action research meetings.
Chapter 8 Findings from the Team Climate Inventory questionnaires
This is the third of three chapters of data findings that presents the results of the 
Anderson and West’s (1994b) Team Climate Inventory (TCI) questionnaire that was 
administered to nine hotel teams. The data are initially analysed using the 
accompanying software that is designed for industry use to prompt team interventions. 
Secondly, the questionnaires were analysed by primary methods using SPSS computer 
software and this provided support for the reliability of the four-factor concept of 
team climate. Further, this supplied data that enable variances to be evaluated and
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comparisons made between each of the nine teams used in the study and against the 
comprehensive norm group data assembled by Anderson and West (1994b).
Chapter 9 Concatenation of research findings
This study has generated a wealth of rich data from three different sources. This 
chapter summarises the data presented in the three previous chapters and provides 
some secondary analysis in preparation for the discussion of findings that follows.
Chapter 10 Discussion of research findings
This chapter discusses the implications of the findings presented in chapters, six, 
seven and eight and compares them with the literature review and the research 
questions presented at the end of chapter three. It addresses the research aim of 
investigating teamworking in hotels and evaluating the use of teams as a source of 
process improvement.
Chapter 11 Conclusions from the study
This chapter presents the conclusions of the study in the light of limitations that affect 
the validity of the findings and the implications for future research.
Chapter 12 Recommendations and directions for further research
This final chapter offers some concluding remarks that synthesise both the findings 
and the personal reflections of the researcher into recommendations for the future.
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Chapter 2 
Strategic concepts and the context of the study
2.0 Introduction
The aim of this first chapter of the literature search is to prepare the groundwork for a 
study into the use and effectiveness of work teams and of teamwork in hotels, through a 
review of writing and previous empirical research in the subject. Teamwork is one of 
many approaches to managing work and people, therefore, it is broadly a strategy that 
must be formulated and implemented. This chapter will consider the classical linear 
concepts of strategy and the way that strategic decisions are implemented in a 
hierarchical organizational structure. Next the twin concepts of effectiveness and 
efficiency are contrasted and especially relationships to the management of change and 
organizational culture. This is appropriate because teamwork is a newer approach that is 
often associated with organizational change. Traditional strategic paradigms are then 
compared to emerging trends in organizational design that are characterised by 
delayering and more delegated responsibilities for strategy and decision-making. Such 
changes impact on the way that people need to work together in the ftiture.
This chapter prepares the ground for a more specific analysis of concepts more specific 
to the study: groups, teams and teamwork, but it is necessary to understand the context 
in which the study is set. Accordingly, the characteristics of the hospitality industry are 
explained and some of the literature on hospitality management is reviewed. The 
literature search focuses upon ways in which these concepts may be mapped using 
theoretical frameworks and leads to the proposal of composite approaches for studying 
team behaviour and performance in hotels. The scope of the literature search is shown 
diagrammatically in figure 2.1.
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Figure 2.1 Scope and aims of the literature search
Hospitality and 
hotels
Development of a 
descriptive framework
Existing analytical 
frameworks
Emergent 
strategies and 
structures
Groups, teams 
and teamwork
2.1 Strategy and strategic planning
Strategic planning is an important central activity in organizations (Drucker 1977) 
which can assist in shaping strategic direction (Chandler 1962). The Oxford Dictionary 
of Current English (1992) defines strategy in three ways:
1. ‘'Long-term plan or policÿ'
2. "Art o f  war''
3. "Art o f moving troops, ships, aircraft, etc. into favourable positions"
The origins of strategy are firmly rooted in the judicious deployment of personnel and 
resources that was necessary to conduct successful military campaigns (Quinn et al 
1988). In the post-industrial era characterised by complexity and change (National 
Economic Development Office - NEDO 1986), comparisons of business strategy with 
military campaigns become more relevant, especially when the potential stakes for 
survival and growth are high. For many businesses, injudicious strategies may affect
Strategic concepts and the context o f the study
performance, investment or even survival, so the choice of organizational direction 
should be approached with care (Hofer and Schendal 1986).
Table 2.1 gives some definitions of the concept of strategy.
Table 2.1 Some Definitions of Strategy
AUTHOR(S) DEFINITION FOCUS
Chandler 
(1962: 41)
"The determination o f  the basic 
long-term goals and objectives o f  
an enterprise, and the adoption o f  
courses o f  action and the allocation 
o f resources necessary for carrying 
out these goals"
Organizational direction 
and resource allocation
Ansoff 
(1976: 44)
Decision types "forced under 
conditions o f partial ignorance"
Executive tasks which 
cannot be delegated and 
where alternatives cannot 
be examined in advance
Miles and Snow 
(1978: 49)
"A pattern or stream o f major and 
minor decisions about an 
organization’s possible future 
domains"
Evaluation of alternative 
directions
Quinn (1980: 3) "A pattern or plan that integrates 
an organization's major goals, 
policies and action sequences into 
a cohesive whole"
Integrating and holistic
Tregoe and
Zimmerman
(1980)
The framework which guides those 
choices that determine its nature 
and direction
Scope of possible 
organizational direction
Hofer and 
Schendel 
(1986:229)
"Matching organizational 
competencies with the opportunities 
and risks created by environmental 
change in ways that will be both 
effective and efficient over the time 
such resources will be deployed'
Reconciliation of short-term 
and long term aims: 
managing resources 
efficiently and relating to 
the environment effectively
Buzzell and Gale 
(1987: 99)
"The policies and key decisions 
adopted by management that have 
major impacts on financial 
performance"
Important activity which 
affects organizational 
success
Digman (1990) Strategy has four components, 
scope, distinctive competence, 
competitive advantage and 
synergies
Achieving objectives by 
maximising internal 
capabilities
Thompson and 
Strickland (1990)
The pattern of organizational 
moves and managerial approaches 
used to achieve organizational 
objectives, and to pursue the 
organization’s mission
A means through which a 
firm can obtain its ends
Mintzberg (1994) Composed of 4 elements beginning 
with the letter ‘P’: plan, pattern, 
position and perspective
An organization’s way of 
doing things which looks 
both inward and outward
Webster (1994) Three elements are involved: a 
plan, a process and outcome
Systematic, tripartite course 
of events
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From the definitions in table 2.1, it is suggested that business strategy may be 
characterised by the following descriptors:
• Purposive
Deliberate organizational behaviour that is aimed at improving performance and 
achieving objectives through people.
• Analytical
The strategic process involves the analysis of business problems to help planning 
and to generate possible alternatives. This may be done by individuals or groups at 
top management level or delegated down the scalar chain.
• Decisional
Concerned with making judgmental decisions from the information available, 
usually by managers, but increasingly by empowered. employees. Pearce and 
Robinson (1988) postulate that decisions are taken at three levels; strategic, 
administrative and operational.
• Systematic
A methodical and orderly process involving a number of pre-defined stages for the 
formulation and implementation of strategy.
• Top-down
Traditional Taylorist theory holds that important decisions are made at the upper 
levels of the hierarchy and cascade down the organization to be implemented. This 
rational and mechanistic approach is increasingly at variance with contemporary 
themes stressing empowerment, cross-functional teamwork and employee 
initiative in solving problems (Pascale 1990).
• Integrating
Seeking to balance internal capabilities with external opportunities. In an 
increasingly complex business world, such problem-solving may best be tackled 
in a group context (Oakland 1989). Chon and Singh (1993) emphasise the 
integrative nature of strategy in the hospitality industry.
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Some of the more recent literature on the concept of strategy advocates a ‘softer’ 
approach which account of the emphasis that should be placed on implementing the 
strategy through people. Mintzberg, for example, (1994) has revised his original views 
of the concept of strategic planning by suggesting that the ‘rationality’ of planning does 
not conform to the modem needs of strategy making. Instead, Mintzberg (1976) 
proposes the more pragmatic approach of ‘strategic programming’ in which planning is 
not a goal in itself, but an organizational tool that involves intuition and learning.
The changing nature of organizational environments has made strategic decision­
making an increasingly difficult task, both generally (Digman 1990) and specifically in 
the hospitality industry (Olsen 1991). Organizations need to be aware of the changing 
forces at work in their task environments in addition to issues concerned with pricing 
and competitive strategies. This includes taking account of the values, expectations and 
power of all the stakeholders in the task environment, including managers, shareholders, 
customers and staff (Johnson and Scholes 1993). This area of thinking was picked up 
from work reviewed by Porter (1987), who recognises that corporate strategy is both the 
overall plan of the organization, as well as the way to bring together the diversified 
divisions of the company. All organizations concerned with diversification need to 
incorporate this top-down approach, that communicates business objectives to every 
member of the organization. Some authors (for example Kiefer and Senge 1984; 
Hitchner 1993) caution that a shared vision of objectives is difficult to obtain, and 
question the top-down approach as being too linear and restrictive.
Some effects of these new trends have been to re-stmcture organizations and processes 
in a less formal and traditional way. Likert (1961) remarks that organizations are 
increasingly being characterised by a series of interlocking groups and the manager is a 
‘linking pin’. In such a climate of organizational restructuring, more organizations have 
become keener to learn how to get more results from fewer managers by increasing their 
ability and potential to manage more strategically (Mintzberg 1991; Zeffane 1992).
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2.2 Strategy in hospitality
Legge (1995) suggests that operational and marketing strategies should fit with the 
management of human resources and this is an important activity for service operations. 
The top-down approach implies that corporate strategy cascades down to strategies of 
human resource management (Purcell 1987) that operate at unit level. In practical terms, 
unit human resource management is concerned with managing people to implement the 
desired service delivery strategy. Lashley (1998) contends that the service offer can be 
modelled according to the levels of standardisation and the control as shown in figure 
2.2.
Figure 2.2 Approaches to human resource management in service organizations
Customised offer
i
The Involvement The Professional
style style
External Internal
control control
The Command and The Participative
Control style
\
style
r
Standardised offer
Source: Lashley (1998: 26)
Figure 2.2 shows four approaches to the management of human resources in service 
operations. The degree of control affects employee trust, discretion and autonomy, while 
standardisation affects task complexity, volume and the dominance of tangibles and 
intangibility in the service offer.
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Some commentators suggest that the hospitality industry is experiencing a paradigm 
shift from operations orientation to more strategic thinking in which teams are playing 
an increasing role. Allen (1997: 15), for example, comments that:
“Corporate downsizing or restructuring has reached epidemic proportions 
because the new work paradigm o f lifetime employment and non- 
transferable skills no longer operates
Similarly, Olsen (1991) predicts that structural changes (downsizing and delayering) in 
the hospitality industry will require the more effective use of unit level skills in a more 
strategic and less operations-oriented approach. Johns (1991) comments that, in recent 
years, hospitality has found potentially fruitful strategies based on interpersonal skills, 
team building and internal marketing. There are problems in applying these strategies 
because of the traditional nature of the industry, characterised by Tracy and Hinkin 
(1994: 22) by managers trained in the classical management style and in which the 
Taylorist and Fayolian functions of planning, organizing, leading and controlling are 
emphasised. Further, Tracy and Hinkin contend that this results in compliance and lack 
of innovation, when labour shortages in the USA and Europe may require:
“Organizations to be creative and to develop innovative strategies for  
increasing retention and reducing turnover
Sternberg (1992) comments that empowerment is increasingly regarded as an important 
method of improving employee performance in the hospitality industry.
Summary
The literature emphasises the centrality of strategy in shaping the direction of 
organizations through a systematic process of formulation and an integrative mode of 
implementation through people. Traditional models of strategy have focused upon linear 
and top-down approaches and upon strategic formulation as an exclusively management 
activity. In the light of evidence that many firms are re-configuring in the face of 
increasing environmental complexity, some observers are suggesting that structural 
changes in the general and specific hospitality environments may provoke reactions that
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include greater participation by individuals and teams of employees in decision-making 
and the implementation of strategy.
2.3 Efficiency and effectiveness
A study of effective teams should include an exploration of the concept of effectiveness 
and the differences between efficiency and effectiveness. Mullins (1992: 102) suggests 
that efficiency is:
“Concerned with ‘doing things right’ and relates to inputs and what the 
manager does
Ansoff, Declerk and Hayes (1976: 40) describe efficiency and effectiveness through a 
firm’s decision processes. They categorise decision-classes into two ‘modes’; 
‘entrepreneurial’ and ‘competitive.’ In the entrepreneurial mode, the firm seeks 
effectiveness through the potential for profit through new product-market linkages, 
while the ‘competitive’ mode focuses upon the:
“Efficient exploitation o f  existing linkages
According to Ansoff, Declerk and Hayes (1976: 40) efficiency is concerned with:
“How ‘weir resources have been utilised irrespective o f  the purpose for  
which they were deployed”
This is critically important for firms who choose to compete on the basis of cost 
competitiveness (Johnson and Scholes 1989).
Efficiency is associated with the control of scarce and increasingly expensive resources 
leading to greater economies, minimising waste and lead to greater profits. Sternberg 
(1992) suggests that too great an emphasis on control and policies at the expense of 
empowerment may be counter-productive by placing unintentional limits upon 
operational efficiency. Research by Pannell Kerr Forster (1990) in comparing hotel 
performance supported this assertion by suggesting that the attainment of higher 
revenues contributed more to movements in profits than cost control.
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Efficiency is a ‘hard’ quantifiable ratio of inputs to outputs, measuring actual outcomes 
to maximal outcomes, such as gross profit or room occupancy. Heap (1992) comments 
on the tendency to concentrate too much upon these ‘easy options’ measures at the 
expense of more important but less accessible measures of effectiveness.
Effectiveness, on the other hand is, according to Drucker (1977), concerned with doing 
the right things and relates to the outputs. Mullins (1992) contends that organizational 
performance and effectiveness are a product of management’s manipulation of people, 
objectives, structure and resources. Johnson and Scholes (1993) suggest that 
effectiveness can be measured by the way that organizations make the best use of 
human resources to influence strategic capability.
Hofer and Schendel (1986) suggest a positive link between effectiveness and 
organizational survival and explain these concepts by reference to the ways in which 
organizations adapt to their environments through internal or external focus. Building 
on the work of Barnard, Hofer and Schendel (1986) suggest that effectiveness is 
concerned with the relationship between the firm and its environment and is defined as 
the degree of correspondence between actual and desired outputs. Efficiency, on the 
other hand, is concerned with the adaptation of structures and ways of working as 
measured by the ratio of outputs to inputs. These relationships are shown in figure 2.3.
Figure 2.3 Descriptive relationships between inputs and outputs
Efficency
Actual
Outputs
Inputs ^
Strategy
Effectiveness
Desired
Outputs
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The rewards of effectiveness, or excellence are economic outcomes (Drucker 1963), but 
excellence may be constrained by sub-optimum internal processes, including poor 
leadership (Heymann 1992) or poor team processes (Maddux 1988).
2.4 Adaptability, change and culture
The concept of adaptability is linked with strategic effectiveness in that organizations 
must diagnose and develop their own solutions (Schein 1969) to increase performance 
in a climate of increasing change. Research by McKenna (1994) points to the need for 
Teaming organizations’ in order to obtain competitive advantage in the 1990s. He 
stresses the need for continuous change but demonstrates the difficulties inherent in this 
process. The management of change is made easier through greater interdependency 
(Covey 1992) and, in particular, the effective use of teams and groups (Oakland 1989; 
Coghlan 1994). Glaser (1994) remarks that the rules that characterised the past are no 
longer tenable and that planning and strategy are uniquely human enterprises. The 
implication of this suggestion is that strategic advantage in turbulent environments can 
be obtained by organizations who can play a leading part in setting the mles.
A key factor that affects the way an organization functions and performs is its culture, 
particularly in its attitude to the management of change. Organizational culture has the 
power to support or inhibit the effective performance of firms through the attitudes of 
individuals. The dimensions of the concept of culture are summarised in the definitions 
in table 2.2.
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Table 2.2 Definitions and scope of organizational culture
AUTHOR(S) DEFINITION FOCUS
Goffman (1959) Observed behavioural regularities Individual behaviour such 
as language, rituals and 
demeanour
Homans (1950) Norms that evolve in working 
groups
Customary practices in 
organizations
Joseph (1989: 170) '‘‘Norms are the accepted means o f  
achieving values or goals''
Received ways through 
which the aims of 
stakeholders are satisfied, 
such as the effort-reward 
bargain
Deal and Kennedy 
(1988)
Ideals or dominant values espoused 
by an organization
Manifested by the business 
strategies they follow
Ouchi(1981) 
Pascale and Athos 
(1981)
Philosophy towards employees and 
customers
Orientation and attitudes 
towards people
Schein (1968) Rules of the ‘organizational game’ How to ‘get on’ in the 
organization
Tagiuri and Litwin 
(1968)
Organizational ‘climate’ Feelings conveyed by 
physical layout and 
interaction with outsiders
Denison (1990) The underlying value beliefs and 
principles that serve as a foundation 
for an organisation’s management 
systems as well as a set of 
management practices and 
behaviours that both exemplify and 
reinforce those basic principles
Links with management 
behaviours, practices and 
systems
Summarising, culture may be said to represent perceptions of the idiosyncratic way that 
organizations translate their values into behaviour through strategy.
Schein (1985) suggests that culture operates at a deep level, often unconsciously and 
‘taken-for granted’ that fashions an organization’s view of itself and its environment. If 
this is true, culture evolves slowly but, like a fingerprint, it is a unique set of 
characteristics that distinguishes one organization from another. Louis (1986) posits that 
a firm does not display a single culture, rather a multiple culture that is usually 
associated with different functional groupings or geographic locations. Multiple 
cultures, therefore, are well exemplified in multi-unit hospitality units in which the work 
is often arranged by department (Mullins 1992) and where strong cultures are common 
(Tracey and Hinkin 1994). Although much has been written about the importance and
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intractability of culture in organizations, much of it is not supported by empirical 
evidence and related to different industrial contexts. In hotel operations, for example, 
there is little evidence to relate the prevalence of departmental conflict (Braverman 
1974) to organizational strategy or culture.
In other industries, Kotter and Heskett’s research (1992) focuses upon the relationship 
between organizational success and culture. They suggest that companies with a strong 
corporate culture, based on a foundation of shared values, outperform others by a huge 
margin and that the three key constituencies are customers, employees and shareholders. 
Kotter and Heskett contend that culture will, in the future, be a stronger determinant of 
organizational success. This view is based on early work Bums and Stalker (1961) and 
by Lawrence and Lorsch (1967), with the conclusion that cultures must align and 
motivate employees if they are to enhance company performance. This concept of ‘fit’ 
between culture and strategy has found general acceptance by, for example, Schein 
(1985) and Davis (1984). Research by Donaldson and Lorsch (1983) in large US 
companies suggests that the fit between culture and environment may be associated with 
short-term economic performance, but, in an era of rapidly changing economic 
conditions, there is no single cultural formula that is linked to long-term performance.
Some authors suggest that organizations perform by making human resources 
productive (see for example, McGregor 1960; Schermerhom et al 1994; Margerison 
1988). Dmcker (1963) emphasises the link between individual performance and 
organizational performance in producing industrial success. Lathrope (1973) contends 
that there appears to be an even greater number of people at all levels whose 
performance is restricted because they underestimate their talents and abilities. Lathrope 
concludes that individual talent should be nurtured, as does Belbin (1981) and Covey 
(1992) adds that a culture of interdependence is also necessary. This view is shared by 
Bradford (1995) and Cook (1995). Bradford’s (1995) research leads him to conclude 
that to little attention is paid to the area of human resource development. Cook (1995) 
calls for change management strategies that must focus on continuous internal 
improvement through people.
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Vroom (1970) explores the relationship between performance and motivation. 
Motivation is difficult to measure, but it is suggested that proportional performance 
decreases, rather like the law of diminishing returns. A number of recent studies (for 
example Staw et al 1983; Salancik and Meindl 1984; Huff and Schwenk 1990 have 
found a consistent and interesting pattern in discussions of corporate performance by 
chief executives: managers tend to claim positive performance as the result of their own 
efforts, while attributing negative results to external factors. This reinforces the 
complexity of the problem, and the links between self-perception and behaviour, as 
shown in hospitality research findings by Umbreit (1987). Sixty-three property 
managers from three different hotel firms participated in a study to determine the 
perceived linkage between each of seven behavioural dimensions and fourteen common 
outcome measures of managerial effectiveness. At least one outcome measure was 
strongly related to each of the behavioural dimensions, although significant differences 
in collective perceptions by firms were also found. Implications for integrating 
behavioural and outcome measures, the timing of evaluations and the matching of 
managerial effectiveness with a hotel firm’s business strategy are discussed. 
Performance measures included guest comments, market share, room nights sold, 
reduction of employee turnover, control of budget, departmental profit, employee 
complaints, training courses, collection of debts, number of leadership positions held by 
a manager in the community, hotel ratings, frequency of employee accidents, adherence 
to productivity standards (for example the number of rooms cleaned per shift).
2.5 Hospitality characteristics and operations
Having discussed the strategic concepts that apply to this study, this section considers 
the background to the study, offering some definitions and scope of the UK hospitality 
industry; its management, operations, perceptions of working in the industry and 
challenges for the managing change in the future. This is a necessary prerequisite to 
understanding how the current context of the hospitality industry affects the researcher’s 
aims in this study.
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2.51 Origin of the term ‘hospitality’
The Oxford Dictionary of Current English (1993) defines hospitality as:
“The friendly and generous reception and entertainment o f  guests or 
strangers
The word ‘hospitality’ has emerged in recent years from the way that hoteliers and 
caterers would like their image to be perceived (Jones 1996). Medlik (1994) suggests 
that the primary function of hotels, as a sector of the hospitality industry, is to 
accommodate those away from home and to supply them with their basic needs.
Medlik (1994: 4) describes a hotel as:
“An establishment providing for reward accommodation, food and drink for  
travellers and temporary residents, and usually also meals and refreshments 
and sometimes other facilities for other users
This activity in Europe was formalised in the Middle Ages by monasteries who operated 
‘guest houses’ for Christian pilgrims which later developed to roadside inns for 
travelling. The proliferation of inns and hotels is, therefore, linked with developments in 
travelling and journeys (Jones 1996). Medlik (1994) suggests that travel may be 
distinguished in three main chronological phases.
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Figure 2.4 Medlik’s (1994: 6) Three phases of travel
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Figure 2.4 shows how transport technology has opened up travel for business and 
pleasure to a mass market and has increased the need for accommodation and food away 
from home. Hotels can, therefore, be described according to the criteria of location (city 
centre, resort, roadside), trade (commercial, leisure, holiday) or standard (luxury, 
budget, downscale).
2.6 The UK hospitality industry
The UK hospitality industry can be analysed according to its external and internal 
characteristics. Externally, because of the link with travel and leisure, the tourism and 
hospitality industries are often linked together (Medlik 1994). Tourism for business or 
pleasure demands accommodation and food for travellers who are away from home. The 
image of the hospitality industry is often poorly perceived (Ellis 1981), perhaps due to 
low wages. The industry is often referred to as a ‘people’ industry in that it is 
characterised by labour intensity and because of its reliance on service rather than 
product differentiation for competitive advantage (Adam and Maxwell 1995).
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The hospitality industry is also fragmented and heterogeneous, being largely made up of 
small firms: 81% of hotels and 94% of restaurants and bars have fewer than 25 
employees (DNH 1996). The industry in the UK has grown rapidly since the Second 
World War, largely in line with economic growth and there is evidence of a greater 
standardisation of facilities and service, particularly of branding (Teare 1996).
Table 2.3 Top UK hotel groups in 1997
Position Group Hotels in UK Rooms in UK
1 Granada/ Forte 284 24,937
2 Thistle Hotels pic 96 13,595
3 Whitbread Hotel Company 199 12,106
4 Hilton UK 41 &^89
5 Stakis pic 55 8,400
6 Queens Moat Houses pic 51 1^035
7 Holiday Inn 45 6,363
8 Jarvis Hotels pic 66 5,457
9 Regal Hotels pic 100 5,404
10 Choice Hotels Europe 61 5,000
11 Accor Hotels UK 31 /K658
12 Swallow Hotels 30 3,968
Source: HC IMA (1998: 29)
Table 2.3 shows how the UK hotel market is dominated by Granada/Forte but these 
multi-unit operators represent a small proportion of the estimated total of 60,000 hotels 
and guest houses in the UK (HCIMA 1998). Nevertheless, Teare (1996) contends that 
the industry is increasingly coming under the influence of a few key players and 
becoming more internationalised. Brander-Brown and Harris (1995) suggest that the 
hospitality industry has experienced significant paradigm shifts over the past decades. In 
the earlier two-thirds of this century it was described as an entrepreneurial industry that 
was highly individualistic and fragmentary. The latter third of this century has witnessed 
a shift to the dominance of complex, multinational and multidivisional hospitality firms. 
Studies such as those of Dev (1988) and Crawford-Welch (1990) suggest that the
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uniqueness of the service industry, and the hospitality industry in particular, requires the 
development of a separate knowledge base that more closely aligns with the distinctive 
characteristics of the industry.
The scope of the hospitality industry is difficult to define (Knowles 1994), perhaps 
because of the lack of a conclusive definition of hospitality operators. For example the 
guesthouse and bed and breakfast sector is a dynamic one where operators may choose 
to sell spare rooms according to season and personal convenience. Despite this lack of 
clarity, the service sector is growing and the UK hospitality industry is a major 
employer, employing 2.5 million people or 10 per cent of the working population 
(HCTC 1994).
One way of determining the scope of the industry is through the Standard Industrial 
Classification (SIC) whose 1992 revision includes the groupings illustrated in table 2.4.
24
Strategic concepts and the context o f the study
Table 2.4 Hospitality groupings in the Standard Industrial Classification 
(1992: 23)
Division |; ila |||||| |
and
sub-
|||a ||||i||; ;
Description
5 5 Hotels and Restaurants
5 5 .1 Hotels
5 5 .1 1 H o t e l s  a n d  m o t e l s ,  w i t h  r e s ta u ra n t
5 5 .1 1 /1 L ic e n s e d  h o t e ls  a n d  m o t e l s
5 5 .1 1 /2 U n l i c e n s e d  h o t e ls  a n d  m o t e ls
5 5 .1 2 H o t e l s  a n d  m o t e l s ,  w i t h o u t  r e s ta u ra n t
5 5 .2 Camping sites and other short-stay accommodation
5 5 .2 1 Y o u t h  h o s t e l s  a n d  m o u n ta in  r e f u g e s
5 5 2 2 C a m p in g  s i t e s ,  in c lu d in g  c a r a v a n  s i t e s
5 5 .2 3 /1 H o l id a y  c e n tr e s  a n d  h o l id a y  v i l l a g e s
5 5 .2 3 /2 O th e r  s e l f - c a t e r in g  a c c o m m o d a t io n
5 5 .2 3 /3 O th e r  to u r is t  o r  s h o r t - s ta y  a c c o m m o d a t io n
5 5 .3 Restaurants
5 5 .3 0 R e sta u r a n ts
5 5 .3 0 /1 L ic e n s e d  r e s ta u r a n ts
5 5 .3 0 /2 U n l i c e n s e d  r e s ta u r a n ts  a n d  c a f e s
5 5 .3 0 /3 T a k e - a w a y  f o o d  s h o p s
5 5 .4 Bars
5 5 .4 0 B a r s
5 5 .4 0 /1 L ic e n s e d  c lu b s  w it h  e n te r ta in m e n t
5 5 .4 0 /2 P u b l ic  h o u s e s  a n d  b a rs
5 5 .5 Canteens and catering
5 5 .5 1 C a n te e n s
5 5 .5 2 C a te r in g
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Another classificatory framework is offered by the Hotel and Catering Industry Training 
Board (HCITB 1984) who distinguish between commercial, industrial and public 
service activities:
A third, more compact framework is suggested by Hornsey and Dann (1984) who 
propose four headings with which to divide the industry:
• Hotels, restaurants, pubs, clubs
• Industrial catering
• Institutional catering and domestic services
• Fast food
The hospitality product is a complex amalgam of components, some of which are 
difficult to identify and specify. Mullins (1992) contends that hospitality operations 
combine a productive and service element and it is the service element that causes most 
problems. The seven characteristics of services suggested by Fitzsimmons and Sullivan 
(1984) have implications for hospitality operations as suggested in table 2.5.
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Table 2.5 
operations
The characteristics of service and implications for hospitality
Senlce characteristic Impllcatioits for hospitality operations
Consumer participates in process The degree to which the customer is 
‘served’ affects the perception of quality 
and the pricing level.
Simultaneous production and 
consumption
Service is delivered by personal interaction 
that must be available when the customer 
demands it. This requires hospitality 
operators to adopt a reactive and 
operational approach, which may constrain 
planning in hospitality units.
Perishable and fixed capacity There may be tensions between the need to 
maximise capacity and satisfy customers 
(for example in managing hotel 
overbookings effectively)
Site selection determined by customer 
demands
Services must be provided in where they 
are required, so economies of scale are only 
possible though multi-unit ownership. 
Prime locations are often only afforded by 
capital-rich operators
Labour intensive Effective service delivery depends upon the 
attitudes and performance of employees
Intangibility The ethereal quality of services makes the 
management of quality difficult
Difficult to measure performance As the actual delivery of services differs 
widely, the establishment and monitoring 
of performance standards is a challenging 
activity
Variable patterns of trade Difficult to ensure that customers do not 
experience delay in receiving service
Table 2.5 encapsulates the difficulties of hospitality operators in addressing customer 
satisfaction when the product has components of immediacy, intangibility and 
perishability.
Buttle (1986) defines the composite hospitality product as a set of those satisfactions 
and dissatisfactions that make up the hospitality ‘experience’, both tangible and 
intangible. One major problem is that the customer judges satisfaction by means of a 
subjective frame of reference which, because it is often inconsistently and individually 
applied, presents hospitality operators with a problem. For example, dealing with 
unjustified customer complaints can be a source of frustration for operational staff and
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is often due to the consumer’s view of quality. Although facilities may be specified 
according to the established star rating criteria below, customer satisfaction is a function 
of the match between perceived expectations and actual provision.
Figure 2.5 Star rating in hotels
1 Good basic facilities but limited meals 
(small private hotels, guesthouses)
2 Good levels of comfort
(private hotels and budget accommodation)
3 Well appointed hotels with ensuite bathrooms and full meal facilities
4 High quality hotels, equipped to a very high standard of comfort
5 Outstanding hotels with exceptional facilities and services
Figure 2.5 shows the star rating system that is applied by European hotels (Lawson 
1996) and which is a major indicator of hotel quality. Harris (1994) views the hotel 
product as three distinct functions: rooms (pure service), beverages (retail function) and 
food (production function). He contends that comparisons with manufacturing firms are 
not valid because manufacturing is associated with high volume and limited product 
range, while hotels and other hospitality firms are characterised by low volumes and 
wide product choice. Intangible satisfactions such as socialisation, recognition, 
atmosphere and relaxation are increasingly sought by customers, but they are the most 
difficult to replicate consistently. Lashley (1998) considers that service delivery, even 
when simple, is not homogenous and that factors such as standardisation and the 
dominance of tangibles or intangibles in the product will affect human resource 
strategies in service operations.
This reinforces the view that the hospitality product is imperfectly understood and the 
industry is a complex and heterogeneous one. A strategic vision of product and service, 
no matter how well conceived, must be ‘translated’ by service staff into an activity that 
gives consistent customer satisfaction. One answer to this ongoing dilemma is to 
consider the processes by which hospitality staff co-operate in hospitality units.
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2.7 Hospitality Management
“Managers are being forced to learn how to deal with both market and 
political changes. In so doing, they are being drawn to give greater 
consideration to the more strategic approaches in directing and co­
ordinating their workplace activities 
(Zeffane 1992: 42)
As suggested in figure 2.6, managers are responsible for playing a central role in co­
ordinating organizational tasks, structure, people and technology.
Figure 2.6 The scope and centrality of hospitality management
Task
Technology Management Structure
People
Source Mullins (1992: 13)
Figure 2.6 shows the interactions and interrelationships in hospitality operations where 
the task of achieving the goals and objectives is pursued with the assistance of a suitable 
structure, technology and people. It is the role of management to co-ordinate all these 
activities effectively.
Some writers observe that hospitality managers differ from their counterparts in other 
non-service industries. Venison (1983), for example, remarks that hotel managers need 
to be at the ‘front of house’ in order to communicate with staff and customers, to check 
standards of service and to take corrective action to remedy problems as they occur. 
Shaner (1978) acknowledges the unique demands of the hospitality and his study
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concludes that its managers value honesty and capability above all others. Worsfold’s 
(1989) research found hotel managers to be more assertive, more venturesome and 
imaginative than other managers. This was reinforced by Stone (1988) who added that 
they tend to be more calm, realistic, assertive, competitive, cheerful, bolder, 
independent, cynical, practical and have a lower scholastic and mental capacity. These 
studies suggest that hospitality management is a unique activity that requires a special 
set of attributes and specific training.
Managers manage according to their personality, situational factors and the 
organizational culture, but they must also manage for optimum performance. Channon 
(1978) suggests that a direct equity stake is a significant motivator to superior 
performance, so that entrepreneur-led firms outperform all others followed by family- 
managed companies and professionally managed firms. Another explanation is that 
professional management is only introduced after an entrepreneur has retired. As a 
result, many professional managers can be seen to perform a maintenance task, seldom 
modifying the traditional strategy until external forces make change essential. This may 
go some way to explaining why the hospitality industry, with its professional managers, 
has the reputation for traditionality. Radical change could be achieved through structural 
or task redesign and Wood (1989) observes that flexible specialisation is an alternative 
to standardisation and internationalisation that favours the smaller firms that prevail in 
hospitality. Yet, paradoxically, larger service sector firms such as McDonalds have 
routinised work and tightened control by operating with a small administrative core and 
a large predominantly unskilled workforce. Managers of smaller units need to encourage 
functional flexibility and participation in order to reconcile erratic work demands with 
the need for higher standards. Some employees may feel that some organizations’ 
managers introduce work restructuring for their own more conventional economic 
objectives, but this does not rule out gains for workers in increased job satisfaction and 
autonomy. There may be a potential overlapping of interests between managers and 
worker, especially in times of economic crisis and the encouragement of participation 
may lead to a questioning of management’s legitimacy, especially if they appear 
incompetent or uncertain.
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2.71 Hospitality operations
Operations concern the way that organizations deliver their product or service to the 
consumer (Jones 1996) and this is a key concern for the effective practice of hospitality. 
Johnston (1987) divides operations into three activities; customer processing operations, 
information processing operations and product processing operations. Thus, the 
accommodation function is a customer processing operation while foodservice 
combines product processing with customer processing. Hospitality operations may also 
be analysed using a systems model as shown in figure 2.7 that describes a linear flow of 
inputs that are processed into outputs.
Figure 2.7 Hospitality operations processes
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Many hospitality firms make their operations more complex in the attempt to try to 
please as many customers as possible, but often their quality standards may suffer as a 
result. Thompson (1967) suggests that an ideal operation is one in which a single 
product is produced at a continuous rate and as if inputs flowed continuously at a steady 
rate and with specified quality. This ideal has been reflected in the trend towards 
specialisms in food concepts (fast-food, ethnic) which cater for specific market 
segments and offer a standard service delivery system. The corollary to this suggestion 
is that operations, which offer complex and customised products, such as high-quality 
hotels, may offer from variable quality.
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2.8 Working in hospitality
Mullins (1992) posits that hospitality operations are not a homogeneous group, but they 
share a number of common characteristics:
A wide range of skills are required but there are also high numbers of unskilled staff 
Staff may live on the premises 
Many employees are poorly paid 
Staff often expect to work long and ‘unsocial’ hours 
There is a large proportion of female, part-time and casual, and foreign staff 
Labour mobility and turnover are high
The Department of National Heritage report of 1996 describes a vicious circle in the 
hospitality labour market and calls for a number of measures including the 
dissemination of good practice, improving the image of the industry and the co­
ordination of effort through teamwork. This vicious circle is shown in figure 2.8.
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Figure 2.8 The self-perpetuating vicious circle in the hospitality labour market
Difficult to attract
Discourages training 
investment and use of 
intrinsic and extrinsic 
rewards
skilled staff
Holds down 
pay levels
Contributes to
staff turnover
Fascinating insights into hospitality operations are afforded through the research of such 
ethnographic writers as Gabriel (1988), Whyte (1948), Gofftnan (1959) and Mars and 
Nicod (1984). Yiannis Gabriel spent six months doing field research based on 
participant observation and structured interviews in catering establishments ranging 
from hospitals to gentlemen’s clubs. His findings were that feelings of discontent were 
due to uncertainty in which ‘trapped’ feelings (due to no special skills) had to be 
endured using ‘survival tactics’. Poor pay added to discontent, especially as women, 
who form the majority of hospitality workers, contribute considerably to family budgets. 
Satisfaction at work was achieved by only a small segment of the population; for 
example hospital cooks who were committed and trained in hospitality, workers in 
smaller units with no craft orientation but free from supervision and interference and 
finally operational staff in informal surroundings. There was general job satisfaction 
expressed by all management, clerical and self-employed staff. The economic 
environment at the time tended to exacerbate the situation, with managers suggesting 
that there was ‘a new realism’ in which employers' power was greater. His study 
however, does not support the view that low pay is the factor that causes most 
dissatisfaction at work, but that freedom from interference contributed to job 
satisfaction.
33
Strategic concepts and the context o f the study
One of the first major studies of hospitality workers was undertaken by W.F. Whyte in 
1948 in Stouffers Restaurant in Chicago. The waitresses talked freely about the nervous 
strain in their job and Whyte observed that senior waitresses solved problems better than 
their juniors. They took the initiative in ‘handling’ customers and organised waitresses 
in neighbouring stations in an informal mutual aid society, so that, if particularly hard 
pressed, others would lend a hand. Even when the aid was small, the waitresses felt 
more secure. Ervin Goffman’s (1959) study observed how waitresses ‘managed’ the 
service interaction by controlling the behaviour of customers. He views such 
interactions as ‘dramaturgical performances’ by individuals or teams who act as a kind 
of exclusive ‘secret society’. This bonding can provide social rewards and can provide 
an occupational environment that allows relationships to be carried over to non-work 
domains (Mars and Nicod 1984).
These studies show clearly how highly regularised social behaviour may be in hotels 
and the strongly felt need to maintain the ‘interactional order’. Inertia and resistance to 
change can also come from employees.
Tracy and Hinkin (1994) warn that shortage of labour in the USA by the year 2000;
“Will force many hospitality organizations to be creative and to develop 
innovative strategies for increasing retention and reducing turnover
Accordingly, they contend that most improvements in performance and service quality 
will have to be made through strong leadership that will in turn result in the better use of 
human resources.
2.9 Managing change in hospitality
Despite its traditionality, there is evidence to suggest that structural changes in the hotel 
sector and in individual hotels may change the approaches to hotel work despite the 
traditional practices and culture that are often present (Tracy and Hinkin 1994).
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For example, Olsen (1991: 24) makes the following comment:
“Increasing competition in the hospitality industry in Europe and 
downsizing o f head-office staff in corporate firms will require the 
development o f new unit-level management skills. The change needed is 
from an operations orientation to strategic thinking - a difficult 
management development task for this industry and one that is lagging 
behind other changes. Competition increasingly looks like a question o f who 
can best time the matching o f necessary internal structural changes to the 
implementation o f  the strategies chosen to deal with the increasing buyer 
power and profitable use o f  new technology”
Olsen’s (1991) comment ahove suggests that changes in the structure of the hospitality 
industry and its customers will require the development of new skills and methods of 
working. Such changes will require hospitality firms to re-evaluate their approaches to 
effective working, and this study evaluates working relationships between groups in 
hotels.
In summary, hospitality is a complicated, exciting and often frustrating activity that is 
characterised by its operations and people focus. A flavour of this cyclical and pervasive 
activity is given by Hailey (1965: 413):
“Now it was night.
With the hotel, the cycle o f  another innkeeping day had run its course. This 
had differed from most, but beneath unprecedented events, routines had 
continued. Reservations, reception, administration, housekeeping, garage, 
treasury, kitchens... all had combined in a single, simple function. To 
welcome the traveller, sustain him, provide him with rest and speed him on. 
Soon, the cycle would begin again ”.
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2.10 Conclusions
This chapter has explored some of the overarching concepts from the literature that 
impinge on the study and the 'way that they have developed over time. The 
contemporary organizational approach to planning and change management is through 
the formulation and implementation of strategy. Traditionally, strategic formulation has 
been the responsibility of management through hierarchical structures of responsibilities 
and decision-making. The literature suggests that firms are increasingly flattening 
structures and delegating authority down the organization so that managers and staff at 
unit level need greater strategic awareness. In order to be effective in the future, many 
writers suggest that organizations will be required to make full use of their human 
resources and recognise the relationships between individual and organizational 
performance.
The formulation and implementation of strategy in hospitality is complicated by the 
unique nature of the industry with its quotidian and pervasive demands that are captured 
by the quote from Hailey (1965) above. Many writers point to the dynamism of the 
market for hospitality, but the industry is characterised by traditional practices.
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Chapter 3 
Groups, teams and teamwork
3.0 Introduction
Chapter 2 considered strategy as an organizational approach to change and suggests that 
people strategies will become more important in the future. This chapter discusses the 
meaning, scope and characteristics of key concepts represented by the terms, groups, teams 
and teamwork, especially within the context of hotels. This is achieved by reviewing a range 
of existing definitions for the concepts and eliciting their characteristics from both micro and 
historic perspectives and this is shown in diagrammatic form in figure 3.1.
Figure 3.1 A flow diagram of the concepts addressed in chapter 3
Groups
Teams
Individuals
Team w ork
Team  perform ance 
Problem -solving 
Effective team s 
Team  relationships
First, the role of the individual is considered in making sense of the world through group 
socialisation and association. Subsequently the plethora of generic literature on groups is 
examined and the way in which human relations approaches have developed, over time, 
towards the notions of teams. Next, teamwork is explored as an output from teams and, in 
particular team performance and relationships. In order to place these concepts into a suitable 
contextual perspective, a summary is given of the characteristics of the UK hospitality
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industry and of working in, and managing change in hospitality operations. Finally, the 
literature is summarised and focused into some research questions for the study.
3.1 Making sense of the world
“All men are engaged in trying to make sense out o f the world around them, and 
trying to check the sense they have made by noting its predictive capacity”. 
(Bannister 1969: 895)
Individuals continuously strive to understand and make sense of the events and people with 
which they come into contact. For many, this endeavour is a difficult task that is complicated 
by complexity and uncertainty. Heisenberg’s (1927) principle of uncertainty shows that the 
more detail we seek, the more there is to seek and this creates continuous uncertainty. In 
addition, human behaviour is a complex mix of intentions, perceptions and assumptions 
(Schein 1988) which presents difficulties in predicting it and reacting appropriately. Miller 
(1969: 49) postulates that:
“We are constantly taking information given in one form and translating it into 
alternative forms, searching for ways to map a strange new phenomenon into 
simpler and more familiar ones. The search is something we call ‘thinking’; i f  we 
are successful we call it ‘understanding’”.
Kelly (1955) suggests that individuals ‘cope’ with complexity by forming personal constructs 
that represent their perception of actuality and reality (Katzenbach and Smith 1993). Stratton 
and Hayes (1994: 140) define personal constructs as:
“A unique set o f ideas about the world and the people in it, which each individual 
develops and uses to make sense o f the world, and to function effectively in i t”.
This represents an ideographic approach to human personality that examines characteristics 
considered to be common to all individuals, but which, in their operation, make each person 
unique (Cunningham 1994). Belbin’s (1976; 1981; 1993) work, which will be explored later 
in this chapter, is an example of the ideographic approach that emphasises the distinctiveness 
of the personal construct as a personal philosophy and its importance in influencing 
behaviour in team situations. Belbin (1981: 99) holds that:
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“A construct... can be very important; it typically embodies a set o f ideas and 
concepts about the outside world”.
A  construct corresponds to a philosophy, outlook or value system because people have very 
distinctive outlooks. Belbin concedes that it is arguable that they have their roots in 
personality, but contends that it is undeniable that they are strongly influenced both by 
upbringing and interests.
Individual interests are often fulfilled through groups which Ivancevich (1977) suggests serve 
as an important mediating function between the individual and society in general. He 
contends that the individual may be able to satisfy economic, status or fi*iendship related 
needs through group membership. Social mutuality is a common theme in the literature. 
Covey (1992) for example, stresses the interdependence of life and Durkheim (1953: 37) 
recounts the benefits of human fellowship:
“The human personality is a sacred thing; one does not violate it nor infringe its 
bounds, while at the same time the greatest good is in communion with others ”.
Coffman’s (1959) perspective is of life as a dramaturgical ‘performance’ in which the 
individual interacts with others and acts a part. His study of the social interactions in the 
tourist hotel of a Shetland island has a particular relevance to this research. The study 
observes the married couple who managed the hotel, themselves a team with crofter origins, 
but middle-class aspirations. Perceptive comment is also made of the social status of staff and 
the nature of the customer to staff relationship. Mars and Nicod (1984) build on the work of 
Coffman in describing social interaction in the context of hotel catering, where service is 
characterised by protocol and etiquette. Mars and Nicod further contend that, in the hotel 
industry, individuality, competition and entrepreneuriality acts at the expense of group values 
and group solidarity.
Historically, group affiliation in Britain has changed because of the industrial revolution, as 
workers moved from agricultural communities in the nineteenth century to the towns in order 
to find work (Mayo 1949). One effect of this migration was to make production processes 
more complex, so that working in collaboration with others became more common. Douglas 
(1983) suggests that most people have some understanding of group dynamics, but
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understand them in different ways. Authors such as Schein (1988) and Rousseau (1990) 
consider that there is a ‘psychological contract’ which embodies the exchange relationship 
that exists between and employee and his or her organization, such that the employee behaves 
in certain ways (good performance, loyalty) and expects that the organization reciprocates 
with factors such as job security and salary. Anderson and Thomas (1996) suggest that the 
development of a new employee’s psychological contract is principally enacted within a work 
group. This suggests that there is a relationship between the culture of work groups in hotels 
and such factors as performance, morale and even staff turnover, but there are complex 
variables at work that need a firmer base for understanding.
3.2 The nature of groups
Groups are an important instrument of socialisation. Sociologists such as Goffman (1959) 
showed clearly the highly regularised nature of human social behaviour and the strongly felt 
need to maintain the ‘interactional order’. Douglas (1983) notes how social life is composed 
of groups who congregate for noticeable periods of time. In addition, groups serve as the 
focal point of social life and provide an important source of direction to the individual for 
understanding social values and norms (Ivancevich 1977). Mixing in groups is a 
manifestation of socialisation choice (Moreno 1953) and a facilitator of social control and 
conformity (Bales 1950). People work, play and socialise in groups and express views and 
attitudes through groups (Johnson and Johnson 1987) which have the power to influence 
attitudes (Newcomb 1943).
In short, as Cooley (1909) suggests:
“Groups are fundamental in forming the social nature and ideals o f  the 
individual”.
(Cited in Sprott 1958: 16)
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3.21 Definitions of groups
Despite Douglas’ (1983) assertion that the term ‘group’ is an arbitrary distinction, many 
authors have attempted to define the term, and some are detailed in table 3.1.
Table 3.1 Some definitions of groups
Author Definition Key Words
Cooley 
(1909 
in Sprott 
(1958: 15)
^"Primary groups..characterized by intimate Jace-toface 
association and co-operation. They are primary in several 
senses, but chiefly in that they are fundamental in forming 
the social nature and ideals o f  the individuaF
fundamental
Social
Catrell 
(1951: 16)
group is a collection oj organisms (individuals) in 
which the existence o f  all (in their given relationships) is 
necessary to the satisfaction o f  certain individual needs to 
each”
Groups satisfy 
needs
Sherit
(1956)
A social unit which consists ot a number ot individual, who 
stand in (more or less) definite status and role relationships 
to each other, and which possess a set of values or norms of 
their own
Relationships
Values
Bonner
(1959:43)
‘‘H number ojpeople in interaction with one another, and it 
is this interaction process that distinguishes the group from  
an aggregate”
Interaction
Stogdill
(1939)
Charactensed by interaction and interdependency Interdepend­
ency
Bass (I960:
4)
""A collection q/ individuals whose existence as a collection 
is rewarding to the individuals (or enables them to avoid 
punishment/'
Rewarding
Hare
(1962: 43)
"^Tor a collection oj individuals to be considered a group, 
there must be some interaction”
Interaction
Mills
(1967: 181)
Units composed of two or more persons who come into 
contact for a purpose and who consider the contact 
meanin^ul”
Purpose and
meaningful
contact
Cartwright
(1968:182)
“A group is a collection q/ individuals who have relation to 
one another that makes them interdependent to some 
significant degree. As so defined, the term group refers to a 
class o f  social entities having in common the property o f  
interdependence among the constituent members”
Social
relationships
Davis 
(1969: 4)
set q/ persons among whom there exists a definable or 
observable set o f relations”
Relations
Smith (1973) A  group IS defined by the existence of continuing face-to- 
face relationships between its members
Relationships
ivancevich 
(1977: 182)
''A group is a collection oJ two or more individuals who 
are interdependent and interact with one another for the 
purpose o f performing to attain a common goal or 
objective”
Common goal
Shaw
(1981:43)
^"Two or more persons who are interacting with one 
another in such a manner that each person influences, and 
is influenced by, each other person”
interaction
Influence
k'orsyth 
(1983: 14))
‘T wo or more individuals who injluence one another 
through social interaction”
influence and
Social
interaction
Smith 
(1973: 1)
"^The largest set oj two or more individuals who are jointly 
characterised by a network o f  relevant communication”
Commumcatio
n
Johnson and 
Johnson 
(1987: 216)
""A group is two or more individuals in jace-to-jace 
interaction, each aware o f his or her membership in the 
group, each aware o f the others who belong to the group, 
and each aware o f their positive interdependence, as they 
strive to achieve mutual goals”
Awareness, 
mutual goals
Schein 
(1988: 145)
psychological group is any number ot people who (I) 
interact with one another, (2) are psychologically aware o f  
one another, and (3) perceive themselves to be a group”
Interaction
Awareness
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The definitions featured in table 3.1 indicate some of the dimensions of human groups and 
the interactions that take place within them. It is clear that people take care in mixing in those 
groups which accord with their values and goals and derive a great deal of social satisfaction 
through interaction of like-minded people. Groups may be characterised by the following 
descriptors:
• Aggregation collection of individuals (Cattrell 1951) who are aware of group
membership (Johnson and Johnson 1991)
• Proximity intimate face-to-face association (Cooley 1909) contributes to
socialisation and friendship (Festinger et al 1950)
• Purpose come together for a purpose (Mills 1967) to attain a common
goal (Ivancevich 1977)
• Interaction interact with (Shaw 1981) and influence (Forsyth 1983) each
other
• Interdependence become dependent on each other(Cartwright and Zander 1968)
Wood (1994) suggests that groups form because of interpersonal attraction or desire to share 
group activities or group goals. Further, groups are able to fulfil personal needs for security 
and social affiliation, for status and self-esteem and for power. Schein (1988) adds that group 
affiliation can reduce personal feelings of insecurity, anxiety and powerless by strength in 
numbers. In the work situation, group affiliation can help to reduce feeling of exploitation and 
frustration.
This important human activity has been studied from the viewpoints of sociology, social 
psychology, anthropology and organizational psychology. Within these disciplines, there is a 
variety of opinions expressed as to the difference between groups and aggregates, or 
combinations of people. Social psychologists, for example, favour an individualistic or a 
collectivist perspective on groups (Hogg and Abrams 1988). Individualists believe that group 
processes represent interpersonal processes among a number of people (for example Allport 
1924; Latané 1981), whereas collectivists hold that group behaviour is influenced by unique 
social processes that can only occur in groups (for example Sherif 1936; Turner 1979).
In summary, it may be suggested that the need to collect in groups is a fundamental social 
characteristic that satisfies and rewards individual social needs. Despite the wealth of 
literature on the subject, there is no common study approach.
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3.22 History of study of groups, Group Dynamics, T Groups
Perhaps the father of group work and research is Emile Durkheim (1953) who attempted to 
show that society is based on fundamental solidarity among people. He advances the theory 
that this solidarity derives from interpersonal relationships among members of primary 
groups. He defines the primary group as a small group of people characterised by face-to face 
interactions, interdependency and strong group identification (Tyson and Jackson 1992). 
Primary groups include families, peer groups and groups of co-workers.
Research into work groups was begun in earnest in 1928 in the USA with the Hawthorne 
Studies, which led Elton Mayo (1933) to propose several critical factors in building 
productive work groups. Mayo emphasises the central role played by the group leader in 
facilitating the conditions in which members might feel comfortable and motivated. This 
work was continued by the social psychologist Kurt Lewin (1890-1947) in the 1930s, who 
coined the phrase Group Dynamics to explain the conscious and unconscious interacting 
forces within a small human group that cause it to behave in a particular way. Babington- 
Smith and Farrell (1979) describe group dynamics as:
“The interacting forces within a small human group that cause it to behave in 
that way”.
Hare (1962) records that the first seminar carrying the title ‘small groups’ was taught by 
Bales at Harvard in 1946. At the time the two major developments in the field were the 
sociometric movement of Moreno and the theory and practice of group dynamics carried on 
by Lewin and his followers. In 1955, Gibb and Gibb considered leadership in relation to 
group dynamics, indicating five broad categories of leadership functions:
• Initiating keeping the group moving, goals, clarifying
• Regulating influencing direction and tempo of group’s work
• Informing bringing information or opinion to the group
• Supporting creating an emotional climate which holds the group together
• Evaluation helping the group to evaluate its decisions, group processes
(Gibb and Gibb 1955)
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Studies in this field reveal the complexity and wide range of the forces at work (Forsyth 
1983). Sherif (1936) showed that group concepts, such as norms, could be experimentally 
manipulated and that meaningful research could be conducted in a laboratory setting.
In 1961, Blake and Mouton’s research led them to conclude that management skills could be 
enriched to enable them to act with greater efficiency in dealing with and through people. 
Research undertaken with 2000 managers showed that studying applied group dynamics can 
help mangers to cope with underlying causes rather than fire-fight. Improved decision­
making can be achieved by participation and communication (Blake and Mouton 1961). 
Forsyth (1983) compiled a taxonomy of the dimensions of group dynamics. The listing shows 
that groups, and the study of them, is not limited to a single field.
3.23 T groups
As a training method for large numbers of leaders, the group dynamics approach was 
considered by some to be too time-consuming (Adair 1986). Bonner (1959: 45) criticises 
group dynamics for anti-individualism, arguing that:
“The individual was seen as rather a nuisance
Babington-Smith and Farrell (1979) suggest that it is flawed by hidden assumptions of 
various kinds, especially concerning leadership. As a system of philosophy, this movement 
reflects the culture of American society of the time and especially of humanistic 
psychologists within it in the 1950s (Adair 1986). In its place, T-group methodology was 
pioneered in the 1950s and 1960s and was successful with groups of strangers, but had mixed 
results with established work groups (Dyer 1987). Bradford et al (1964: 1) define the T group 
as:
“A relatively unstructured group in which individuals participate as learners. 
The data for learning are not outside these individuals or remote from their 
immediate experience within the T group. The data are the transactions among 
members, their own behaviour in the group, as they struggle to create a 
productive and viable organization, a miniature society; as they work to stimulate 
and support one another’s learning within that society”.
In 1950, Bales developed the first composite list of functions reflecting ‘task orientation’ and 
‘socio-emotional orientation’ in the T-group context. His theories were developed from field
44
G roups, tea m s and tea m w o rk
theory (Lewin 1951) and the observational procedures were referred to as Interaction Process 
Analysis (IPA). Bales studied college students working on case problems and developed his 
interaction profiles from observation. Harvey and Davis (1972) built on this work and 
identified nine more differences between the T-group in a laboratory organization and the 
nonlaboratory or work unit. Tuckman (1965) contends that the studies, to date, lack 
methodological rigour and may not be representative of every type of group. Dyer’s (1987) 
criticisms are that the T-group approach is too unstructured and what is needed in its place is 
a more focused process for work groups.
3.24 Human relations approaches to groups
After the Second World War, the evidence for social assumptions began to be questioned. 
Whyte’s research, for example, concludes that that money is not the prime motivator for 
employees and this contention led the way to the human relations theories of self 
actualisation (Whyte 1955). McGregor (1960), Argyris (1971) and Maslow (1954) argue that 
employees feel alienated because they are unable either to find self-fulfilment or to link their 
work with overall organizational goals (McGregor 1960; Maslow 1954; Benne and Sheats 
1948). These assumptions, which McGregor calls ‘Theory Y’ challenged classical 
management methods and suggested that employees should not be controlled, but should be 
given opportunities to integrate their personal goals with those of the organization. Schein 
(1988) argues that there is clear evidence that the drive towards self-actualisation is an 
important aspect of management and professional behaviour, but its relevance to lower-level 
employee is not well understood. Schein concludes that if workers do not actively seek self- 
actualisation at work then either they may not be have been given opportunities to express it, 
or have not yet fulfilled lower order needs.
In hindsight, Joseph (1989) concludes that the human relations approach, particularly the 
work of Elton Mayo, shows that people like to work in groups and that inter-group rivalry can 
result in higher output.
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Joseph (1989: 170) contends that basic objection to the human relations approach is that it:
“Involves manipulating employees for the purpose o f raising productivity”.
Managers should be aware that this threat of manipulation can be a keenly felt barrier to 
change in the minds of employees.
3.25 Types of groups
Douglas (1983) suggests that groups form because of circumstances or friendship. Friendship 
groups are voluntarily constituted of similarly minded people, while circumstances may 
throw together others for example in families, at work or in residential or occupational 
communities. Tajfel and Fraser (1978) contend that there are four types of small groups; 
family groups, friendship groups, work groups and laboratory groups (those that are 
assembled for the purpose of participating in a psychological experiment). This section will 
explore the characteristics of general work groups and of occupational communities as they 
apply to the hotel sector.
3.26 Groups in organizations
The social value of the group, in both manufacturing and service industries, is more important 
in the human relations approach to management, because of the recognition that group forces 
affect the behaviour of entire organizations (Likert 1961). Wood (1994) suggests that groups 
are not always voluntarily constituted. Formal groups are deliberately created by 
organizational leaders for a specific purpose and may be relatively permanent (such as 
‘command groups’) or less permanent groups that are set up to tackle particular problems 
(such as task groups, project groups and quality circles). Informal groups come about by 
informal interaction and may be more flexible and volatile in nature. They may draw from a 
cross-section of members but may be influential in the deliberations of the formal 
organization.
Formal groups represent building blocks in the structure that is created by organization with 
the aim of implementing plans and achieving objectives. Often such formal groups are 
disposed by work function or task, for example housekeeping or food production
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departments. Alternatively, groups may be set up on a permanent or temporary basis as 
committees, task forces, strategy teams and so on (Spencer and Pruss 1992). Proximity to 
others during the course of work contributes to friendship and association (Festinger et al 
1950), but informal groups arise in hospitality firms from social needs that are not necessarily 
associated with the work done (Gullen and Rhodes 1983). These informal groups generate 
their own culture and values that may conflict with that of the organization, causing 
resistances to the changes which managers are trying to bring about (Reiser 1989).
Hartley’s (1997) integrative model shown in figure 3.2 demonstrates the multidimensionality 
of work group processes and some of the overt and covert factors that affect group behaviour.
Figure 3.2 Hartley’s (1997) integrative model of group processes
Context Social and cultural background
Surface behaviour
Hidden agendas
Source: Hartley (1997:30)
Task Procedures
Interpersonal underworld
Social and cultural background can affect the ideologies and group behaviour in teams from 
different cultures, for example from Japan and the USA. Hinkle and Brown (1990) classify 
group culture as individualistic (emphasising independence) and collectivistic (emphasising 
co-operation and group loyalty). Another way of differentiating group behaviour is by the 
degree of competitiveness that is demonstrated: the focus of sports teams is to compete with 
other groups, but the purpose of a jury is to reach a satisfactory decision. The complexity of 
group behaviour is further heightened by the hidden agenda that shapes the pattern of likes,
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dislikes, resentments and other emotions that exist between group members. Once again, the 
method and maturity with which these topics are openly discussed will vary from group to 
group and from culture to culture.
Another useful model for studying groups is through the systems approach proposed by 
Schermerhom et al (1995). Groups can be regarded as ‘open systems’ that interact with their 
environment to transform resource inputs to product outputs. The environment comprises 
other individuals and groups in the organization who provide the resources for the throughput 
process. This model was adapted by Ingram et al (1997) into a framework, shown in figure
3.3 that can help to explain and predict group behaviours.
Figure 3.3 An open systems model of groups
Inputs Throughputs j Outputs
C lim a te  
G ro u p  c o n f ig u r a t io n
P r o c e s s e s  
N o r m s  
C o m m u n ic a t io n  
D e c is io n -m a k in g  
T a sk  a c t iv it ie s  
M a in te n a n c e  a c t iv it ie s
T a sk  p e r fo r m a n c e  
I n d iv id u a l o u tp u ts  
O th e r  o u tp u ts
3.27 Inputs
Inputs are those factors that are often controlled or influenced by management including 
climate and group configuration. Management also filters and focuses inputs from the 
environment through its vision of strategic direction and preferred work practices.
Climate is a social psychological concept that refers to the organizational ambience in which 
groups work which was developed by Reichers and Schneider (1990) which may reflect the 
‘personality’ of groupworking (Anderson and West 1994a). Rousseau (1988) defines climate 
as the individual description of the social setting or context of which the person is part and 
this includes relations and interactions with others. Reichers and Schneider (1990) suggest
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that climate refers to shared perceptions of organizational policies, practices and procedures, 
both formal and informal. Agrell and Gustafson (1996: 326) assert that:
“It is within a work group that staff interact and communicate with one another, 
whereas medium and large organizations are almost certainly characterized by 
widely differing sub-cultures, departments and hierarchical levels
This description seems to fit the way in which work groups interact in many hotels. Adair 
(1986: 22) differentiates between atmosphere and climate with the suggestion that:
“Atmosphere may be temporary, while climate implies a prevailing condition ”.
Climate is an organizational input which, like change or culture, is able be manipulated by 
top managers (Deal and Kennedy 1988).
Configuration factors are important to an effective group. These include size, the membership 
balance (Hitt 1988) and the blend of talent (Buhler and McCann 1989). Nevertheless, most 
authors fail to explore this area in any depth and suggest how factors such as gender balance, 
length of service in the company and age affect team effectiveness. Perhaps some of the most 
important work in this area was done by Meredith Belbin (1976; 1981; 1993) in the roles that 
group members play.
3.28 Throughputs
Throughputs refer to the activities and tasks that help to transform inputs into outputs. They 
may have the greatest influence on effectiveness and they include group processes, 
cohesiveness, communication, task activities and maintenance activities.
There is almost universal agreement in the literature about the importance of group processes 
and that effective groups share clear and well-understood goals that are accepted by members. 
In addition, there should be high expectations (Hitt 1988) and high standards (Johnson 1986). 
This sense of unity often generates a pressure to conform (Robbins 1991) and self discipline 
(Johnson 1986) in group members. Nevertheless, members of effective groups feel safe 
enough to channel controversy productively (Antantarman 1984).
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Cohesion in effective groups is optimised (Sehein 1988). There are general feelings of co­
operation (Margerison and McCann 1989), group oneness (George 1987), commitment 
(Thamhain 1990) and positive interdependence (Johnson and Johnson 1991).
Communication is another characteristic that is almost universally included by authors. 
Communication must be clear (Schein 1988), accurate (Antantarman 1984) and be honest and 
open (Kazemek 1991).
The characteristics of effective decision-making in groups are that it should be conducted 
according to established procedures (Schein 1988) which should be known to all (Huszczo
1990). Leadership is seen as a key activity in groups (Schein 1988) and effective group 
leaders are those who engender trust (Woodcock 1989) and respect (Margerison and McCann 
1989) and who lead by example (Johnson 1986).
Task activities are those that enable the group to manage itself effectively. Effective groups 
are able to take responsibility for the work (Hitt 1988), to confront difficult situations 
(Woodcock 1989) and to plan well (Thamhain 1990). Procedures and controls are mutually 
determined which are flexible (Schein 1988) and which are supported by all members 
(Kazemal 1991). Maintenance activities involve being aware of internal forces and monitor 
and review them. Conflict is constructively dealt with by using productive controversy 
techniques (Antantaraman 1984).
3.29 Outputs
Successful outputs are those outcomes that satisfy organizational or personal goals or which 
are compared to pre-determined criteria. The success of outputs may be assessed by a number 
of stakeholders, including the organizations itself and the people within it, shareholders, 
suppliers and media commentators. Group outputs include the performance of group tasks, 
individual outputs and other outputs.
The task performance of a group may be judged on a number of criteria, including quality 
(Arajs 1991) and productivity, especially greater output and lower absenteeism (Chance 
1989). For the organization, successful task performance outputs may result in profit (George 
1977), growth (Timmons 1979), crisis survival (Greco 1988) or improved public image
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(Johnson 1986). Successful task performance for a group may result in improved 
commitment, co-operation, creativity and energy (Margerison and McCarm 1989). Groups 
who perform tasks well are able to create more time and to reduce schedule delays and cost 
overruns (Todryk 1990).
Successful group task performance occurs over time and is a product of the maturity of 
relationships within the group (Kirkpatrick and Smith 1991). Group effectiveness may also be 
influenced by the way in which members deal with problems of conflict or maturity at each 
stage of development (Schermerhom et al 1995). Another outcome of successful group 
performance is personal satisfaction and development of group members (Margerison and 
McCann 1989). Member satisfaction may be manifested by personal freedom (Johnson
1986), pride in achievement (Woodcock 1989), a feeling of contributing to success (Zapp
1987) or simply of being interested in the work (Thamhain 1990). Greater frequency of 
meetings may lead to increased social interaction (Wynn and Guditus 1984) and feelings of 
warmth and respect (George 1987) as well as care and concern in the group (Huszczo 1990).
3.3 Groups as occupational communities
Salaman (1974: 42) defines occupational communities as:
“People who are members o f the same occupation, or who work together, have 
some sort o f common life together, and are, to some extent, separate from the rest 
o f society”.
This definition seems partly to apply to hotel workers because they share a common 
industrial base and their job tasks are linked or overlap, in, for example, tasks involved in the 
production and service of food. Salaman’s idea of a ‘common life together’ is often also a 
feature of hotel work because some employees live on hotel premises. Also, even if they do 
not share accommodation, they may share meals and other facilities. In addition, workers may 
feel separate from the rest of society because their patterns of work are different to those 
experienced by the majority of the working population. Many hotel jobs are characterised by 
split-shifts undertaken during the ‘leisure’ time of the rest of the working population, a 
pattern of work often referred to as ‘unsociable’.
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Dalton (1959), and Van Maanen and Barley (1992) suggest that an important feature of 
occupational communities is the work itself. Members are alleged to derive intrinsic 
satisfaction from their jobs and consider their work to be a central presentation of themselves 
in the way that is suggested by Goffman. They tend to have pride in their work and draw an 
identity from it, using the job itself as a chance to express skills and creativity. Members of 
hotel-based occupational communities may also derive satisfaction from social interaction 
with other staff and/or customers.
According to Salaman, occupational communities may also form where work is highly skilled 
or artistic. The task itself is seen as a major element of involvement and as a central 
presentation of the incumbents. Chivers (1971) and Shamir (1975) felt that this characteristic 
was present in their study of hotel workers.
According to Hirschmann (1970) and Pfeffer (1983) ‘esoteric’ value and job mystique are 
characteristics of occupational communities because they ensure that the community itself 
has more control over the work than formal judgement criteria laid down by management. If 
jobs are deskilled and codified (as in many operational hotel jobs) much of their ‘esoteric’ 
value and mystique are lost. Owing to economic and other pressures, many hotel jobs have 
been deskilled so that virtually anyone can do them and the effect is that hotel work can fail 
to allow employees to show off job-based skills. Similarly, deskilled jobs provide less 
opportunity for workers to express creativity. In a study by Lee-Ross (1996), seasonal hotel 
workers spent most of their leisure time together, spending their wages rapidly on each other 
and on leisure pursuits. Lee-Ross posits that they are predisposed to undertake seasonal work 
not for its own sake, but as a conduit to other motivators such as social contact between 
people. This also suggests that most seasonal hotel workers are not motivated by job-based 
factors. Indeed, disinterest in hotel jobs was so extreme among residential workers, that work 
norms and behaviour seemed to be established outside the employing organisation.
Another characteristic of occupational communities is ‘marginality’, which, according to 
Shamir (1975), can apply also to foreigners, young people or gender. Marginality can also 
apply if people feel themselves to be marginalised. Van Maanen and Barley (1992) suggest 
that marginality occurs when workers are stigmatised by outsiders and where this will cause 
members of an occupational community to turn to one another for aid and comfort.
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Goffman (1961), Salaman (1974) and Kanter (1979) consider that ‘inclusiveness’ of the work 
is a major characteristic of occupational communities. This means that occupational 
communities can form where the type of work is all-consuming and sets norms for activities 
outside work. An example of this is the restrictive effect of shift-working upon recreational 
activities, with its effects upon socialisation and non-work norms and values. Shamir and 
Lee-Ross (1996) agrees that ‘inclusiveness’ among hotel workers seems greater in staff who 
live in than who live out of the hotel. This relates to Goffman’s (1953) notion of ‘total 
institution’ or a cellular culture that sets its own values and behaviours. Hirschmann (1970) 
and Pfeffer (1983) suggest that self-control is a feature of occupational communities and that 
in organisations where this is not possible, occupational communities will not develop.
Job tenure also affects organizational communities because greater length of service will 
affect reward levels and loyalty to the company. Seasonal workers, for example, are less 
likely to develop organizational loyalty over allegiances to co-workers and the occupational 
community. Lee-Ross (1996) concludes that seasonal hotel workers regarded their work as 
unimportant except for the revenue that it provided to pursue their lifestyle, and therefore the 
quality of their effort, motivation and job performance may be variable.
3.4 Teams
This section will explore the meaning of the word ‘team’ and the way that it can be 
distinguished from a group. Subsequently, definitions will be offered for teamwork, followed 
by an analysis of tasks and problem-solving in teams. Finally team-building will be examined 
and perceptions of the characteristics of successful teams.
3.41 Definitions
The Oxford English Dictionary (1979) defines a team in the following ways:
• “A set o f  draught animals... harnessed to draw together ”.
• “The stock o f  horses or other beasts belonging to one owner or stable ”.
• “A number o f persons associated in some joint action, especially forming a side in a 
match, e.g. in a football match or ‘tug-ofwar’”.
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3.42 Work teams
Elton Mayo’s research in the Hawthorne Studies that began in 1928 marked a turning point in 
the way that work groups should be handled to benefit the organization. His studies (1933) 
imply a fundamental relationship between the agent that creates the group (in this case the 
boss) and the processes within the group. Nevertheless, the use of the word team as applied to 
work groups was not widely used until the 1970s.
What is the difference, if any, between work groups and work teams? Some authors argue the 
case that teams are more focused groups that exhibit a unitary perspective (McGregor 1960; 
Douglas 1983). Larson and LaFasto (1989:19) suggest that:
“A team has two or more people; it has a specific performance objective or 
recognisable goal to be attained and that co-ordination o f  activity among the 
members is requiredfor the attainment o f the team goal or objective
Schermerhom et al (1995:334) posit that:
“It is increasingly common to-day to use the word ‘team’ when referring to 
various types o f  formal groups
Adair (1988) contends that teams must possess a definable membership, group consciousness, 
a sense of shared purpose and interact in a unitary manner. Katzenbach and Smith (1993) 
hold that a team is a small group of people with complimentary skills who work together to 
achieve a common purpose for which they hold themselves collectively accountable.
Bennett (1994:158) suggests that:
“A team is a special sort o f group
He contends that all teams are groups, but groups do not necessarily behave as teams, who 
unite towards mutually held objectives. The defining characteristic of a team is that its 
members voluntarily co-ordinate their work in order to achieve group objectives. This 
suggests that groups who are set up, perhaps by managers, develop particular team-like 
synergistic behaviours that cannot be imposed by others. Klein (1956) asserts that not all
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work groups are teams. Committees, for example, are not the same as teams, although they 
also are task-oriented collections of individuals bound by a set of obvious rules.
There is general agreement with the view that teams are more focused groups that exhibit a 
unitary perspective (McGregor 1960; Douglas 1983; Katzenbach and Smith 1993). Teams 
may then be portrayed as ‘effective work groups’ (Mayo 1933) whose effectiveness rests in 
the degree of motivation, co-ordination and purpose and whose synergy produces an energy 
and creativity which is beyond them as individuals (Spencer and Pruss 1992). Teams seem to 
exhibit unimposed unitary behaviour that distinguishes them from arbitrary work groups.
Successful sports teams also display unitary behaviour and ‘team spirit’, which according to 
Syer (1986) is characterised by morale, cohesion, confluence and synergy. Morale is an 
emotive term that refers to the contentment of the team, army or organization as a whole. 
Cohesion is used by behaviourists who believe that an individual acts only according to the 
threat of promise or reward and cohesive forces include:
1. Commitment to success or task motivation
2. Difficulty of withdrawing (due to inertia or fear of letting down the team)
3. Social needs 
(Festinger et al 1950)
It may be argued that cohesion or confluence is the result rather than the cause of improved 
performance. Syer (1986:14) defines confluence as:
“Peak experiences o f intense concentration and awareness when it seems 
impossible to do wrong”.
Confluence is a Gestalt concept (Peris 1976) in which boundaries of self-awareness disappear 
and there is a sense of oneness with oneself and the total environment. This is manifested by 
synergy or a sense of additional energy, strength or creative ability that is available when 
teams work harmoniously and result in above average performance.
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3.44 Teamwork
This word is represented as team work or team-work or most recently as teamwork. The 
Oxford English Dictionary (1979) defines team-work as:
(a) Work done by a team of beasts
(b) The combined action of a team of players
(c) Work done by a team of operatives
The Oxford Paperback Dictionary (1988) defines team-work as ‘organized co-operation’, 
which captures the contemporary notion that work is increasingly being done in teams who 
can perform in a cohesive way. These definitions suggest that teamwork is a collaborative 
and shared activity that is directed towards a common goal.
Hartley (1997) compares ‘groupness’ to trying to understand the characteristics of water 
simply by knowing all about hydrogen and oxygen as its components. It is the combination of 
those components that gives water its distinctiveness. In the absence of a comprehensive 
academic definition of the term, some of the characteristics suggested by recent research 
studies have been categorised and set out in table 3.2.
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Table 3.2 A summary of some recent research studies into teamwork
Authors Topic Research findings
Barham et al (1988) 
1RS (1995)
Extent of teamworking across 
Europe
Increasing use of teamworking 
in European organizations
IDS (1992) Report 
507
Ihe extent to which team 
processes are to be found in 
many industry sectors
Most large organizations 
surveyed use team briefings
Marchington et al 
(1992)
How team briefing systems are 
received in a range of industrial 
sectors
Wide range of responses, but 
desire to continue team briefings
Lawrence and 
Wiswell (1993)
Relationships between feedback 
training and team effectiveness
Feedback training raises 
perceptions of effectiveness
Collaboration and attitudes to decision-making in grou]ps
Authors Topic Research findings
Limerick et al (1985) Executives perceptions of the 
role of collaboration in effective 
work
l op managers perceive that it is 
important for employees to work 
together as ‘a team of 
individuals’
Stoner (1968) Ih e  comparative attitude to risk 
of groups and individuals
Groups acting collaboratively 
will tend to take riskier decisions 
than individuals
Marquis and Reitz 
(1969)
Does the ‘risky shift’ 
phenomenon hold true in every 
situation?
Culture affects the way groups 
make decisions
Communication and rivalry
Authors Topic Research findings
Zimbardo et al 1973 Prisoner and guard behaviour Ihe speed and intensity with 
which roles and characters was 
adopted in a simulated prison
I'ajfel (1982) Reasons for intergroup rivalry Social identification with a 
group leads to discrimination 
and conflict
Sherif et al (1992) I he effects of intergroup rivalry Ihe effects of ‘winning’ or 
‘losing’ on task effectiveness
Ancona and Caldwell 
(1992)
How teams interact within the 
organization
I he key relationship of quality 
communication with group 
performance
Quality circles and management attitudes
Authors Topic Research findings
Hill (1991) Ihe long-term effectiveness of 
quality circles as a means of 
continuous improvement
Quality circles are unsustainable 
and middle management is the 
main problem
Allen (1977) Ihe ideal structure of a team 
related to types of task
Long-term projects work well in 
a functional structure, and short 
term ones in a project structure
Johns and Chesterton 
(1994)
Using quality circles for quality 
improvement
Initial resistance of middle 
management and supervisors
Myers et al (1995) Ihe effect of differences in 
culture on management style
Ihe need to adopt a pan- 
European approach to 
management
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Deeper understanding of the phenomenon of teamwork can be achieved through recent 
empirical research and there have been many studies conducted on the way that groups and 
their members behave and interact since the Group Dynamics movement of the 1930s (Bales 
1950). Group Dynamics was later criticised on the grounds that it was anti-individual in 
approach (Bonner 1959), but research evidence grew which confirmed the view that, 
compared to individuals, groups produce more solutions, and better solutions to problems 
(Shaw 1981). Some subsequent empirical studies, summarised in Table 3.2 focus on such 
topics as the increasing extent of teamwork and team briefings, collaboration and decision­
making in groups, communication and rivalry and evaluations of quality circles.
3.45 Extent of teamworking, team briefings and feedbaek
Barham et al’s (1988) conclusion that teamwork has become more widespread is supported 
by 1RS (1995) and IDS (1992) who add that most large organizations in their study used team 
briefings. Marchington et al (1992) measured the extent to which team briefings were useful 
and found that opinions differed but that there was a general desire that they should continue. 
Studies by Lawrence and Wiswell (1993) suggest that managers who are trained to give 
feedback in team situations can facilitate more effective teams.
3.46 Collaboration and attitudes to decision-making in groups
Although the role of collaboration in group effectiveness is not a new subject, organizational 
contexts have become more complex (Perow 1984) and the need for greater teamwork has 
been expressed. Limerick et al (1985) for example, conclude that managers regard 
collaboration as increasingly important. Group collaboration can lead to more innovative and 
riskier decisions than those taken by individuals (Stoner 1968) and this is know as the ‘risky 
shift’ phenomenon. Research by Marquis and Reitz (1969) concludes that in certain 
circumstances, such as with trial juries, the decisions taken by groups are more conservative. 
Although the debate between individuals and groups as optimal decision-making instruments 
is unresolved, increased complexity in business has led to greater use of group problem­
solving techniques (Schein 1988).
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3.47 Communication and rivalry
The way that groups interact and learn is seen as important. Ancona and Caldwell (1992) 
suggest that there is a direct relationship between the quality of communication and group 
performance. Research undertaken by Sherif et al (1992) concludes that effectiveness is 
related to the extent to which groups learn, particularly from failure to ‘win’ in intergroup 
rivalry. Both research findings are applicable to hospitality operations where departmental 
communication and interrelationships affects the quality of the product offering and customer 
satisfaction.
3.48 Quality circles and management attitudes
Since the 1980s, Japanese firms have been particularly successful in harnessing employee 
involvement positively (Glass 1991; Gullen and Rhodes 1983), originally through the 
medium of quality circles. This technique, however, has not been widely espoused in the 
hospitality industry (Lashley 1995). Hill’s research (1991) suggests that business 
improvements from quality circles are unsustainable in the longer-term, primarily due to 
middle management. Johns and Chesterton’s (1994) research confirms that supervisors and 
middle management may cause resistances, but that quality circles may work in some 
organizations. More research is needed to clarify the conditions and contexts in which quality 
circles may be continuously effective.
3.5 Team performance
Elton Mayo’s experiences in the Hawthorne Studies concluded that several critical factors 
contribute to making work teams productive, including self-determination, consultation and 
performance monitoring (Mayo 1933). Since those early studies, there is evidence to suggest 
that superior organizational performance in western firms may be directly attributed to 
effective teamwork (Katzenbach and Smith 1993; Varney 1989) and higher quality and 
greater performance from work teams in some industries (Schein 1988). Subsequent studies 
underline that internal team behaviours and key external relationships can affect team 
performance.
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Some behaviours that characterise successful teams, according to Harris and Moran (1979) 
include openness to change, creation of a nonjudgemental atmosphere and shared leadership 
(Harris and Moran 1979). Larson and Lafasto’s (1989) research was clear in its finding that 
every effectively functioning team was characterised by having a clear understanding of its 
objective. These objectives need to be monitored by means performance feedback. Beckhard 
and Harris (1977) contend that perhaps the most important single requirement for continued 
performance is an effective feedback and information system that lets teams in the 
organization know where they are in relation to their goals. This may be achieved by, for 
example, periodic team meetings, organization sensing meetings, periodic intergroup 
meetings, renewal conferences, goal-directed performance review, visits from outside 
consultants, rewards. Galagan (1986) suggests that reward systems should reflect teams input. 
Coleman (1987)pl 11 holds that team success is a factor of internal processes.
“When teams do well, success is attributed to factors within the team itself; when 
teams do poorly or lose, such failing team performance is usually attributed to 
factors outside - presumably beyond the control and blame o f the team
These studies emphasise the importance of internal processes to team performance: factors 
such as clearly directed goals, performance feedback and reward systems contribute to team 
performance and successful teams may be characterised by specific behaviours.
Team performance may also be said to be a product of external inputs and relationships. 
Galagan (1986), for example, argues that there is a relationship between performance and 
management commitment to the teamworking ethos. Likert (1976) agrees with this 
contention and concludes that team members need resources to do the job and support from 
those in positions of power. Such support is manifested by a work culture that takes account 
of flexibility and technology where management promotes team spirit and installs the 
mechanism and the means to develop team skills in order to energise people and create a team 
culture. (Harris and Harris 1989). Katzenbach and Smith (1992) contend that many managers 
know intuitively that real teams can produce extraordinary performance results; but turning 
this private knowledge to the advantage of their organizations has proved difficult, often 
because it is not always clear when to use teams or how best to support them.
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The literature emphasises the need for firms to continually review strategies in order to serve 
their environments in a flexible way (for example Reichel 1982; Hahn 1991). The increasing 
pace of change in environments has caused many firms to look critically at the input of 
human resources in, for example, using fewer managers by increasing their ability and 
potential to manage more strategically (Mintzberg 1991). Zeffane (1992: 23) suggests that:
“The key to business success in the 1990s will also revolve around how well 
business uses and involves its workers
Pfeffer (1994: 4) argues that:
“A crucial, differentiating factor is the organization, its employees, and how they 
work".
Pfeffer further contends that:
“The need for continuous innovation and rapid response to market and 
technological changes virtually requires a work force that delivers superior 
performance ”.
This contention implies that a new style of leadership and management will be needed that 
places more focus on developing and co-ordinating workers’ skills and requiring management 
to trust employees more. Recently, more attention has been devoted to groups as 
organizational building blocks (Leavitt 1975), so that, instead of work being done by 
individuals, it may be assigned to autonomous groups responsible for specific tasks.
3.51 Problem-solving and groups
Katzenbach and Smith (1992) contend that some managers are not always clear about how 
and when to use teams. Klein (1956) warns against assuming that all tasks need teamwork 
and advises that some are best tacked individually. She suggests that where the task is simple 
and the members equal in strength, the task will be done more effectively if there is no 
interaction between members. Experts in particular fields also need social skills if they are to 
function effectively in groups. Lawler’s work (1986) concludes that certain types of task; 
complex, ‘one-off or with high potential rewards, may be effectively tackled by work
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groups. He contends that groups can help organizations gain synergy in the accomplishment 
of important tasks, especially under the following conditions:
• groups are better when no individual ‘expert’ exists
• groups are better for complex tasks that can be subdivided
• groups are better when risk is desirable
There is evidence that work teams can help to address increasingly complex problems 
(Schein 1988) and that they are being used as a primary strategy for continuous improvement 
(Kinlaw 1992; Magjuka 1993). As such, Schermerhom et al (1995) suggest that groups can 
benefit both organizations and their members.
Some authors have addressed the characteristics of problem-solving in groups. Alpert and 
Smith (1949) propose that a typical group problem-solving sequence requires both emotional 
and intellectual participation in the three stages of definition, discussion and proposing 
action. Maier (1949) suggests that effective problem solving involves listening to understand, 
rather than to refute, making short speeches and being stimulated by differences in opinion. 
Margerison (1988) contends that group problem-solving may be facilitated through the a 
model described by the acronym SADIE. Share information. Analyse problems and 
opportunities. Develop solution options. Identify and decide action plan. Engineer 
information. It is suggested that this model is a useful tool that can lead to the improved 
management of work groups.
Larson and LaFasto (1989: 19) warn that the social process of problem-solving is not easily 
achieved and takes time. They suggest that:
“We seem to lack the essential ability to work together to solve critical 
problems
One such social process is social loafing or by what Duncan terms ‘freeloading in groups’. 
The two main reasons for this effect relate to the lack of actual or perceived individual 
accountability. A social loafer may recognise that his or her contributions are less noticeable 
in the group setting or alternatively may prefer to let others carry out the work (Duncan
1991). Social loafing is based on the work of the German psychologist Ringelmann whose 
experiments identified a tendency for average effort to decline in pulling on a rope when
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more people joined in this task. To-day, the Ringelmann effect is used to describe the 
situation in which some people do not work as hard in groups as they do individually 
(Schermerhom et al 1995).
Summarising, teams seem to be able to tackle more complex tasks than individuals and 
problem-solving in groups should be systematic and take account of social processes.
3.6 Some examples of effective teams
Ansoff et al (1976) contend that organizations need to be open to learning if they are to be 
effective, but research by Argyris concludes that defensive ‘single-loop’ reasoning among 
managers often prevents them from the kind of critical reflection that is necessary for 
continuous improvement. It may be suggested that, since the Second World War, some 
Japanese industrial firms have demonstrated an openness to learning which has contributed to 
their success. Nonaka (1991) argues that Japanese firms such as Honda, Canon and Sharp 
have become successful by rapid and adaptive organizational responsiveness that are 
facilitated by continuous innovation and self-renewal. The success of such Japanese firms 
may also be due to their human resource strategies. Glass (1991) contends that, in many 
Japanese companies, there is great emphasis placed upon the work group and teamwork as a 
means of benefiting both individuals and organizations.
Ansoff et al (1976) argue that the Japanese are better able to overcome human and 
organizational inertia through parallel planning-implementation process. While western 
problem-solving is serial in character, the Japanese process uses involvement to assure 
‘cultural and political acceptance’ and leads to optimal decision-making. Barry’s (1994) 
experiences in the Orient leads to the conclusion that Japanese conduct is not regulated by 
hierarchy but by group pressures. Barry further argues that:
“The Japanese concept o f proper place is low profile membership o f  a group, in 
which interdependence o f its members gives him security, and to which he gives 
strong emotional commitment, and from which he receives considerable 
emotional satisfaction
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Such cultural differences may enable Japanese firms to harness the creativity of groups more 
easily than western organizations.
Although the hotel sector has been historically characterised by inter-departmental conflict, 
the International Labour Organization (ILO 1997: 64) optimistically comments:
“Traditional barriers and quarrels between departments, for example between 
front office and housekeeping over room occupancy and availability, or between 
kitchen and the restaurant over orders and timely availability o f  items, especially 
at lunch and dinner peak times, are starting to disappear and to be increasingly 
replaced by co-operative management, teamwork, flattening o f  the chain o f  
command and the sharing o f responsibilities among department heads
Despite this comment by the ILO, there is little evidence in the literature of successful 
teamwork in the UK hospitality. Pickard (1993a), however, reports two examples of 
improved team performance in the Automobile Association (AA) and Harvester Restaurants. 
The AA’s roadside services division has come up with a novel solution to the problem of 
building teams out of people who basically work alone. Flatter structures have resulted in 
more independence by the 3,600 patrol staff and less supervision. A new system termed 
‘Teamwork pays’ was set up with a view to combining quality with speed of service by 
offering financial rewards set against local and organisational performance criteria. There are 
180 teams of about 30 people who compete against each other in a league system. The 
personnel manager David Curtis concludes that peer pressure has improved standards by 
focusing both staff and management on the same objectives (Pickard 1993a).
Pickard’s (1993b) second example quotes Harvester Restaurants, at that time part of the Forte 
group, who structured empowerment linked to delayering a level of management. The branch 
manager works with a ‘coach’ who handles all training and some other personnel issues and 
everyone else is a team member of some description. Staff turnover rose in the first six 
months after empowerment was brought in 1992 as many of the 2000 members of staff felt 
initially threatened by the changes, but they report that job satisfaction, motivation and 
performance have increased.
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Perhaps the best contemporary example of effective teamwork is Novotel, one of the hotel 
chains belonging to the Accor Group of France which operates more than 2000 hotels world­
wide offering more than two million rooms at different ratings and service levels. The 
International Labour Organization (1997: 56) comments that Accor have:
“Embarked on profound changes in their units through a ‘Return to the Future 
Programme \ whereby added social values o f staff are highlighted as the major 
endeavour towards better guest treatment and entertainment”.
Segal-Hom (1995) suggests that the Novotel chain has developed a multi-skilling approach to 
develop staff as a team able to perform all tasks. Also the ‘open space’ format was developed 
in which participants may propose topics for discussion or leave. The relationship of the hotel 
GM was redefined from hierarchical to enabling, much closer to the social role of a ship's 
captain than a conflict-resolver. A new slogan ‘Back to the future’ (retour vers le futur) was 
adopted to reflect the outlawing of the bureaucratic style of standardisation and a return to 
Novotel’s entrepreneurial roots. This process change has resulted in delayering, faster 
information flows, headquarters acting as an information co-ordinator, collaboration in ‘clubs 
de reflection’ (mixed informal groupings of staff meeting to discuss innovations), wider 
horizons of staff (Rosamund 1997). North (1997) reports that training schemes designed by 
Novotel to improve customer service have also had the unintentional motivational effect on 
staff. Another tangible result of Accor’s philosophy was their being granted the Investors in 
People award for all their UK hotels and head office simultaneously in July 1997, an event 
unprecedented in the UK hotel sector.
3.7 Team relationships
The emphasis in the literature in building teams is improving work within the team (Stott and 
Walker 1995) but work groups also need to relate to other groups. Hartley (1996) contends 
that conflict is endemic in organizations and Pondy (1992: 259) describes this phenomenon 
succinctly:
“Co-operation is too fragile and fleeting, purposiveness is too elusive conflict is 
too frequently and too intensely directed at the very foundation o f  relationships 
for a model o f benign, episodic conflict to be a valid representation o f  normal 
reality”.
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Pondy (1992) continues with the suggestion that organizations are mechanisms for 
internalising and channelling conflict and this is manifested in hotels by strong cultures and 
departmental loyalties that, according to Thomas, (1992: 702), are often:
“The dominant source o f co-operative conflict intentions and behaviors
Studies by Zimbardo (1973), Sherif (1982) and Tajfel (1982) reported in table 3.2 show how 
group behaviour is influenced by reference to other groups and this has particular relevance to 
a study in hotels. In the same way that Earner (1989) distinguishes between ‘intra-team 
building’ and ‘inter-team building’, teamwork may be categorised as internal or external. 
Internal teamwork represents the processes and internal and external support that builds teams 
while external teamwork comprises the ability to communicate with other groups.
3.71 Internal teamwork
Building teams is, therefore, a potentially rewarding task for management that should be 
approached with knowledge and sensitivity. Dyer (1987) protests that few organizations put 
into place systematic team-building processes. This process can only succeed if fully 
supported by unit managers who are committed to the change. Blake and Mouton (1964) 
liken the teambuilding process to developing a sports team, in which specialists train in 
isolation and are expected to come together to work as an effective team.
Adair (1986) and Gibb and Gibb (1955) suggest that team member functions may be 
separated into individual, task and team roles. This work was developed in the Group 
Dynamics movement of the 1920s and was continued in studies by Benne and Sheats (1948) 
and Belbin (1976: 1981; 1993).
3.72 Individual team roles
Benne and Sheats (1948) contend that group effectiveness can be undermined by ‘individual- 
centred’ (as opposed to ‘group-centred’) behaviour and identify eight such roles:
• Aggressor expresses disapproval and attacks the group or the problem that
is working on 
Blocker negative and stubborn
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calls attention to him or her self 
uses the opportunity to express personal feelings 
cynical and nonchalant behaviour including horseplay 
tries to assert authority 
expresses insecurity and seeks sympathy 
Special interest pleader purports to speak for special interest groups, but can cloak
prejudices
Recognition-seeker
Self-confessor
Playboy
nominator
Help-seeker
Adair (1986) argues that groups are collections of individuals and that teamwork can permit 
the transcendence of self-interest in relationships with other people. Both abiding self-interest 
and group dependence need to be balanced, and Adair postulates that this can be done by 
reference to a common task. The Venn diagram shown in figure 3.4 shows this overlapping 
relationship of needs.
Figure 3.4 Adair’s three areas of need
Task
Group Individual
3.73 Task roles
Benne and Sheats’(1948) rather simplistic early assumption was that members of discussion 
groups would develop 12 ‘roles’ to facilitate problem-solving activities:
• Initiator-contributor suggest new ideas
seeks information relevant to the problem 
asks for clarification of group values 
offers generalisations 
states his/her beliefs
• Information seeker
• Opinion-seeker
• Information-giver
• Opinion-giver
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• Elaborator develops consequences
• Co-ordinator attempts to co-ordinate activities of members
• Orienter defines the position of the group with respect to its goals
• Evaluator-critic subjects the group to a set of standards
• Procedural technician performs routine tasks
• Recorder records actions
In the workplace, groups can be formed because of shared job functions or cross-functional 
meetings and task roles may be related to personal skills or preferences. For example, the task 
of recording might be done by group members with secretarial skills.
3.74 Team roles
Team effectiveness was studied by Schütz who derived the notion of compatibility between 
the members of a group that led to the work of Meredith Belbin. Schütz (1958) argues that it 
is possible to predict how well a group will come together by looking at the compatibility of 
the group members. He suggests that there must be degree of implicit agreement on the 
degree of closeness within teams concerning the personal feelings of the members of the 
group. It was, therefore, deemed important to match personality types and balance levels of 
skill, knowledge and expertise so that potential conflict can be minimised (Brindle 1992). 
Belbin (1993) refuted the work of Janis (1972) by suggesting that the group emerges in its 
decision-making at a much higher level than the people comprising the group could do in 
their own right (Tyson 1992). Meredith Belbin’s research at the Henley Administrative Staff 
College offers a typology of team roles and behaviour in the group situation that is useful for 
planning team development (Belbin 1993).The eight roles are shown in Table 3.3.
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Table 3.3 Belbin Team Roles
Role name Typical features
Completer-Finisher (CF) painstaking, orderly, conscientious
Company Worker (CW) conservative, dutiful, predictable
Team Worker (TW) socially-orientated, mild, sensitive
Shaper (Sh) highly strung, outgoing, dynamic
Monitor-Evaluator (ME) sober, unemotional, prudent
Chairman (Ch) calm, self-confident, controlled
Resource Investigator (RI) extroverted, enthusiastic, communicative
Plant (FI) individualistic, serious-minded, unorthodox
Belbin (1981: 77) argues that:
“Teams are a question o f balance
Belbin (1981: 94-98) also holds that team balance is a predictor of effective teamworking and 
has synthesised his findings into a set of six characteristics of ‘winning teams’:
1. A Chairman who is patient, commanding and who generates trust
2. One strong plant to provide creativity and cleverness
3. A fair spread of mental abilities and mental ability is a critical factor
4. Balanced spread of roles offering wide team-role coverage
5. Good match between the attributes of members and their team responsibilities. Winning 
teams find ways of reducing their reliance and dependence on individuals for a critical 
function
6. Adjustment to the realisation of imbalance. This implies an awareness of imbalance 
problems and a group capacity to flexibly overcome weaknesses.
Belbin (1981: 99) summarises his research findings on winning teams thus:
“Their main feature was their strength in those personal qualities associated with 
the key team-roles together with a diversity o f talent and personality making up 
the rest o f the team. There was always someone suitable for any job that came up. 
Even teams with something less than ideal distribution o f  talents could
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compensate for shortcomings by recognising a latent weakness and deciding to 
do something about it”.
Tyson and Jackson (1992) further categorise Belbin’s original eight roles into orientations of 
people, task and ideas. This research emphasises the wide differences of character and 
personality that may be present in individual team members and enables predictions to be 
made as to the possible strengths and weaknesses of the group.
Group development was also studied by Tuckman (1965) who proposes a model identifying 
the four main stages of from formation to maturity, and advises that the process may be an 
emotional and stormy one involving conflict and disagreements.
Although team-building is often advocated as a desirable strategy, some commentators argue 
that, under certain circumstances, it may be inappropriate, ineffective or unnecessary. Schein 
(1988), for example, comments that no definitive answer is yet available to the question of 
whether problems may be best solved by individuals or groups. Schein postulates that groups 
tend to make riskier decisions than individuals, but the process takes longer. Dyer (1987: 53) 
indicates that team programme should not begin;
“Unless there is clear evidence that a lack o f effective teamwork is the problem ”.
Zaltman and Duncan (1977) contend that teams can frustrate the change process by rejecting 
and resisting changes that do not conform to the groups’ norms and culture. As work in 
hospitality operations is so group-based (Mullins 1992), intractable group culture and 
dysfunctional processes (such as intergroup conflict) can affect performance.
3.75 External teamwork
Intergroup behaviour is defined by Sherif (1936) as occurring when individuals in one group 
interact collectively or individually with another group or its members. Intergroup situations 
occur when individuals perceive and ‘in-group’ of which they are a member and an ‘out­
group’ that is different (Hartley 1997). Because of the functional and departmentalised nature 
of hotel work and the range of people who work in it there are many examples of conflicting 
intergroup behaviour. Whyte’s classic study (1948) of the American restaurant industry 
clearly demonstrates the perceived difference in status between chefs and waitresses that
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affected behaviour and performance. Inter-group rivalry is also important as a means of 
promoting inter-group unity, but needs to be carefully managed (Staw 1986). Dann and 
Hornsey (1986) suggest that interdepartmental conflict is a major characteristic of hotels that 
occurs because of the framework in which activities take place and gives rise to 
interdependence between departments (Dann and Hornsey 1986). This departmentalisation 
may give rise to conflicting concepts of goals, such as the speed and quality dilemma will 
affect the quality of the product offering to the customer.
The Sherif s famous ‘Robbers Cave experiment’ (Sherif et al 1961) took place in a summer 
camp in the USA and it enabled typical intergroup characteristics to be identified. These 
characteristics are detailed in table 3.4 with the implications for hotel intergroup behaviour.
Table 3.4 The implications of Sherif s (1961) findings on hotels
Characteristics within each 
group
Implications for hotels
Biased perceptions Functionality makes work groups unaware of what other 
departments do which makes them exaggerate the value of 
their own efforts
Strong task leaders emerge Heads of department need to be strongly task-oriented and 
protective of their group members
Cohesive culture Close-knit, conformist culture emerges which is resistant 
to change and can exhibit ‘groupthink’
Characteristics between each 
group
Implication for hotels
Active discrimination Competition and discrimination against other departments
Distorted communication Messages misinterpreted or misunderstood especially 
during times of peak pressure
Stereotypic distortion Groups see themselves as good and other groups as bad
Table 3.4 suggests how the implications of Sherif (1961) might affect behaviour both within 
and between groups of hotel employees, taking account of the level of functional
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departmentalisation in hotels. This functionality may encourage the formation of tightly knit 
groups of workers led by strong heads of department.
Henri TajfeTs research (1982) is based on a person’s motivation for self esteem that causes 
them to compare their group favourably against other groups. He suggests that social 
categorisation leads to social identity that leads to social comparison, leading to 
psychological distinctiveness and self-esteem. Hartley (1997) argues that social identity 
theory presupposes that a degree of conflict or tension is inevitable, but group members can 
minimise this if they are aware of intergroup phenomena and avoid win-lose situations. In 
multi-unit hotel groups, there may be intergroup relationships between:
• Head office and unit managers, departmental heads or supervisors or staff
• Unit managers and departmental heads or staff
• Departmental managers and other departmental managers and staff
• Staff and other staff
Thus intergroup relationships and communication can affect the ‘climate’ that exists in a 
hotel.
Stephenson (1981) presents a bipolar diagram of group communication based on the axes of 
intergroup and interpersonal relevance that is shown in figure 3.5
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Figure 3.5 A bi polar typology of group communication
Interpersonal
relevance
relevance
High
- HighLow
Low
Source: Stephenson (1981: 172)
The four quadrants of the model in figure 3.5 represent how the relevance of interpersonal 
and intergroup dimensions can vary according to the situation. For example, a meeting in 
which heads of department might have to justify the actions of their department might occupy 
position A. A telephone negotiation would fit into position C. A conversation between two 
close work colleagues might be in position B and position D is the queue at the bus stop.
Blake et al (1964) posit a framework for conflict management that recommends active or 
passive intervention strategies according to the stakes that are involved. The framework, 
shown in figure 3.6, suggests that, in a climate of conflict, agreement is possible if there is co­
existence, compromise and active problem-solving.
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Figure 3.6 Blake’s (1964) conflict management grid
Active
A
Passive
Conflict not inevitable Although there is 
Conflict inevitable Agreement not conflict, agreement is
Agreement impossible possible possible
Win-lose Withdrawal
Problem-solving
power struggle
'Splitting the 
difference'
Third-party
Isolation (Compromise,judgement bargaining)
Fate Indifference or ignorance
Peaceful co­
existence
High
stakes
Low
stakes
The framework shown in figure 3.6 has an application to the conflict which exists in some 
hotels. For example, when interdepartmental conflict is arbitrated by reference to the unit 
manager, the defeated group can feel cheated and resentful. This may account for Whyte’s 
(1948) suggestion of unequal status and the emergence of functional hierarchies in hotels. 
Perhaps many hotel groups and departments find themselves in the middle section of the 
framework; feeling isolated and showing indifference. In the absence of evidential research, 
this study would need to address this issue.
3.8 Conclusions
Chapter 3 has explored some of the meanings and characteristics for groups, teams and 
teamwork. The literature stresses that individuals fulfil needs for social expression and 
interpersonal relationships though group affiliation. Groups at work have gained in perceived 
importance through the work of human relations researchers such as Mayo (1933; 1949) and 
McGregor (1966) and many writers emphasise the complexity of group behaviour. Despite 
the wealth of literature on these concepts, there are no generally accepted frameworks for 
predicting group behaviour or for assessing the importance of group characteristics. Further, 
the literature synthesises generic principles that may not be applicable to the context of hotel 
operations. In the absence of applied hospitality research, perhaps it would be appropriate to 
concentrate efforts upon minimising intergroup conflict (external) rather than maximising
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concentrate efforts upon minimising intergroup conflict (external) rather than maximising 
team-building efforts (internal). A replication of the experiences of manufacturing-based 
teams may not be sufficient to minimise the conflict prevalent in hospitality operations and 
the departmentalisation of its 'svork tasks. Although groups and effective teams are important 
to the hospitality industry (Mullins 1992), their internal processes and interactions need 
further study in order to develop frameworks and practise which are contextually effective 
and relevant.
In the light of these conclusions, three questions are posed to direct the research study:
1. Teamworking in hotels: To what extent do these theoretical frameworks apply to the 
context of teamworking in hotels? What are the characteristics of hotel teams and what 
does teamworking mean to the people that work in hotels?
2. Effective teamworking: What are the characteristics of effective teamworking in hotels; 
problems and perceived solutions by team members? Does the literature fully explain 
variables such as unit size and quality, team configuration (team size and gender) or staff 
turnover? To what extent can perceived solutions be generalisable?
3. Managing change: Can self-managed teams in hotels provide a means of promoting 
continuous improvement, employee motivation and self-development?
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Chapter 4 
Research methods and paradigms
4.0 Introduction
Robson (1993) argues that the strategies, methods and techniques employed in a 
research strategy should be appropriate for the questions that are to be addressed. In 
reality, the selection process is seldom straightforward and it may be affected by the 
cultural background of the researcher (Bygrave 1989). Becker (1965: 602-3) adds the 
warning that:
“The best laid research plans run up against unforeseen contingencies in the 
collection and analysis o f data
Such an approach requires improvisation on occasions when the literature does not 
offer specific advice. According to Gill and Johnson (1991: 46), this improvisation 
requires a series of compromises as:
“The experimental researcher is concerned primarily with precision, the 
survey methodologist with generality, the ethnographer with the character o f  
the particular context and the action researcher with issues o f utilisation
This chapter considers a number of methodological and philosophical considerations 
that will inform the final choice of research strategy. They often involve conflicting 
approaches that have provoked debates over time in the literature, including:
• Tensions between quantitative and qualitative research
• The positivist debate: phenomenology, ethnology, ethnography,
ethnomethodology, case study research and action research
• Theory-building considerations
• Research problem and question formulation
• Identification of research questions
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• Selection of research design
• Research strategy: sampling strategies and triangulation
4.1 Tensions between quantitative and qualitative research
Robson (1993) comments that the difference between quantitative and qualitative 
research is seen as the widest schism in social research because, in the opinion of 
Taylor (1984), these methodologies are more than disparate sets of data gathering 
techniques; they are ways of approaching the empirical world. Olsen (1996) argues 
that this debate is confused by the lack of suitable definitions and further confounded 
when data gathering methods do not necessarily match the quantitative or qualitative 
approach. Ragin (1987) regards this as a technical debate and does not exclude the use 
of a combined approach. In reality, as Denzin and Lincoln (1994) remark, the 
approach taken may often be affected by the needs of the research and the questions 
that are posed. As the primary aims of this study are to illuminate an area where the 
concepts are perceived to be complex and perhaps context-specific, the methodology 
needs to be revelatory as well as deep and broad.
One of the clearest explanations of this dichotomy is offered by Patton (1990), who 
argues that qualitative methods permit researchers depth and richness without 
preconceptions. Patton (1990: 165) further suggests that the qualitative approach can 
provide:
“A broad, generalisable set offinding, but also produces a wealth o f detailed 
information so that understanding is increased at the expense o f  reduced 
generalisability
Patton argues that quantitative methods require a standardised approach that limits 
responses to pre-determined categories and this approach is incongruent with the aims 
of the study. Thus, the decision to adopt a qualitative stance was influenced more by 
the research objectives than by philosophical preferences.
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Morton-Williams (1985) admits the limitations of qualitative approaches that include 
the time-consuming nature of data analysis, but argues that it should be used when the 
need for depth of understanding outweighs the need for quantification. Loftland 
(1971) gives an indication of the components of qualitative research data and asserts 
that it must get close enough to understand details and to capture what takes place. 
Further, it is suggested that qualitative data must contain much pure description and 
includes activities, interactions as well as direct quotations from people.
4.2 The positivist debate
Halfpenny (1982) suggests that the term ‘positivist’ is attributed to Auguste Compte 
and comments that the spirit of Compte’s doctrines were carried on in the work of 
John Stuart Mill, Herbert Spencer and Emile Durkheim and is represented in the 
empirical style and manner of the social sciences to-day. Hughes (1990) suggests that 
the roots of empiricism lay in Aristotle’s views about experience, experiment and 
inductivism through Bacon, Locke and Hume so that observational epistemology has 
become the orthodox research method.
Positivism holds that knowledge is (‘positively’) certain; it really has been established 
and is not merely speculative interpretation or value judgement. Further, knowledge 
gradually accumulates so that we can, with ‘positive’ optimism, look forward to 
greater and greater certainty in understanding (Thompson and Tunstall 1971). Giddins 
(1977) suggests that, in its widest sense, the positivist philosophy fulfils four claims:
• Reality is what is available to the senses
• Concerned to establish the limits of knowledge and its character opposes 
metaphysics which contains no quantification or experimentation
• Holds that the natural and human sciences share common foundations
• Differentiates between fact and value and contends that science deals only with 
fact
Authors such as Winter (1989), Giddins (1977) and Sanger (1996) contend that 
positivism is a restrictive framework for social research because interactions too, can
78
Research methods and paradigms
yield valuable data. Straits et al (1993) suggest that it is misleading to label these 
approaches as either ‘observational research’ or ‘participant observation’ because 
observation is basic to all scientific enquiry. This study requires a flexible approach in 
'which observation may play a major part and this is unlikely to be found in a wholly 
positivist methodology.
4.3 Qualitative methods
In the light of the arguments in 4.2 against a wholly positivist methodology, some 
qualitative methods will be considered for this study. They include the fields of 
phenomenology, ethnography and ethnology as well as specific methodologies such 
as ethnomethodology, case studies and action research.
4.31 Phenomenology
Phenomenology is a philosophical tradition that was developed by Edmund Husserl 
and Alfred Schütz in Germany in the late nineteenth and early twentieth centuries 
(Johns and Lee-Ross 1998). It represents the interpretative, humanistic school which 
is the antithesis of the positivistic paradigm, so often favoured by the academic 
community (Gummerson 1988: 14). Patton (1990: 68) comments that:
“The term phenomenology has now become so widely used that its meaning 
has become confused”.
Further, it is viewed as a paradigm and/or as a philosophical perspective requiring an 
observational research methodology. Taylor and Bogdan (1984: 2) suggest that the 
phenomenologist is:
“Committed to understanding social phenomena from the actor’s own 
perspective
Gummerson (1988) describes the phenomenological process as examining how the 
world is experienced through the perception of the actors. Eichelberger (1989: 6)
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agrees that persons being studied are held to have a unique set of experiences and the 
phenomenological researcher should seek rigorous ways of demonstrating the 
commonalities of these experiences.
4.32 Ethnology and ethnography
The Oxford English Dictionary (1979: 901) defines ethnology as:
“The science which treats races and peoples and their relations to each 
other
Ethnography is defined as:
“The scientific description o f nations or races o f men, with their customs, 
habits and points o f difference
Straits et al (1993) remark that case studies and ethnology are two terms associated 
with the observational approach. They suggest that ethnology is a term that derives 
from cultural anthropology as it involves the description of a culture, indeed many 
field studies are termed ‘ethnographies’. Merriam (1988: 23) remarks that the term 
‘ethnography’ has been used interchangeably with fieldwork, case study and 
qualitative research. Fetterman (1989) defines ethnography as:
“The art and science o f describing a group or culture that allows the 
ethnographer to explore rich, untapped sources o f data ”,
Burawoy et al (1991: 125) explain the potential of ethnography to:
“Examine how power and resistance play themselves out in social situations 
that are invaded by economic and political systems
Any unexplored work situation, not least the context of working in hotels, may benefit 
from an approach that explores the effects of power and resistance. Agar (1980) adds 
another dimension that may be of use in this study in suggesting that ethnography
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concerns the search for a pattern where none exists and emphasises the learning role 
of the ethnographer.
4.33 Ethnomethodology
The term ‘ethnomethodology’ is attributed to Harold Garfinkel (1976) in his research 
into the understanding which made jury duty possible. Wallace and Wolf (1980) 
define ethnomethodology as making sense of their social world through clearer 
understandings of deeply rooted norms and assumptions that are taken for granted. 
Winter (1990) suggests that ethnomethodology is concerned with asking how people 
make sense of their everyday life so as to behave in socially acceptable ways. This is 
an important point because this study seeks to explain group behaviour in the 
workplace through the eyes of hotel employees.
Taylor (1984) suggests that ethnomethodology refers, not to research methods but 
rather to the subject matter: how people apply abstract cultural rules and make sense 
of everyday situations. Taylor adds, however, that it is not always clear who is and is 
not an ethnomethodologist. Such a methodology, however termed, is an appropriate 
one for this study because it concerns the little-researched micro-cultures of hotel 
units where working in groups is regarded as important. This study seeks to reveal 
what Polanyi (1983) calls the idea of extending or making explicit tacit knowledge 
from the individual to the group. Merriam (1988: 23) describes an ethnographic case 
study as:
“More than an intensive, holistic description and analysis o f a social unit or 
phenomenon. It is a sociocultural analysis o f the unit o f study”.
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4.34 Case study research
Case study research is another method of participant observation, described by Yin 
(1994: 13) as an approach which:
"Investigates a contemporary phenomenon within its real life context 
especially when the boundaries between phenomenon and context are not 
clearly evident; and in which multiple sources o f evidence are used. The 
approach attempts to explain causal links in real-life that are too complex for  
surveys or experimental strategies, in situations where a description o f  the 
real-life context is necessary”.
Ethnomethodology and extended case studies are compared as methods of participant 
observation by Douglas (1967), who casts doubts on the comparability of ‘macro’ 
suicide rates suggested in Durkheim’s studies because they take on different meanings 
according to the circumstances of their collection. This approach may be a relevant 
one if the context of the hospitality is considered to be unique, particularly in the light 
of Gummesson’s (1988: 13) contention that:
"Case study research is becomingly increasingly accepted as a scientific tool 
in business administration ”.
Burawoy et al (1991) suggest that the criticism that participant observation is a 
research methodology which is too specific is unsustainable. They counter-argue 
(1991: 273) that ethnomethodology and the case study method can enable:
"Generalisations to be derived from the comparisons o f certain social 
situations ”.
Patton (1990: 384) describes the case study approach to qualitative analysis as:
"A specific way o f collecting, organizing and analysing data ”.
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The purpose is to gather comprehensive and systematic information about each case 
of interest. Merriam (1988: 22) suggests that case studies can be differentiated 
according to their end product:
"Some are descriptive, others are interpretative and still others are 
evaluative
Lijphart (1971:691) terms descriptive case studies ‘atheoretical’ because they:
"Are neither guided by established or hypothesised generalisations nor 
motivated by as desire to formulate general hypotheses
Evaluative case studies involve description, explanation and judgement (Merriam, 
1988: 28). Guba and Lincoln (1981: 375) suggest that evaluative case studies weigh 
information to produce judgement because:
"Judging is the final and ultimate act o f evaluation
Interpretative case studies contain rich, thick description which, according to 
Merriam, 1988: 28) are used to:
"Illustrate, support or challenge the theoretical assumptions held prior to the 
data-gathering”.
Thus, descriptive and evaluative case studies do not square with the research aims, but 
interpretative case studies are congruent with the objectives of suggesting 
relationships among variables and constructing theory. In reality, Merriam (1988) 
argues that most case studies are a combination of description and interpretation or 
description and evaluation.
Merriam (1988) and Yin (1984) argue that the nature of the research questions affect 
research design; ‘how’ and ‘why’ questions are appropriate for the case study 
methodology.
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Guba and Lincoln (1981: 377), however, warn that:
"Case studies can oversimplify or exaggerate a situation, leading the reader 
to erroneous conclusions about the actual state o f affairs
Merriam (1988: 34) also warns about disputes as to reliability, validity and 
generalisability. Case study research can:
"Produce brilliant insights about a phenomenon, or it can produce a 
pedestrian, incorrect or even fraudulent analysis
Researchers must be aware of these perceived limitations as well as its potential 
benefits.
The case study approach is worthy of consideration in this study because, in the words 
of Bromley (1986: 23) it can enable researchers to:
"Get as close to the subject o f interest as they possibly can, partly by means o f  
direct observation in natural settings, partly by their access to subjective 
factors (thoughts, feelings and desires), whereas experiments and surveys 
often use convenient derivative data
Summarising, this section has reviewed some of the literature about the characteristics 
of case studies as a suitable methodology for this study. Although there are criticisms, 
the case study approach can be justified on the grounds of the need to cast light on an 
area in need of research, particularly where areas of perceived complexity exist (Johns 
and Lee-Ross 1998). Foreman (1948) suggests that case studies are particularly useful 
when a new line of enquiry needs further conceptualisation and emphasis on the 
pattern of interpretation given by subjects.
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4.35 Action research
Patton (1990) suggests that action research lies at the opposite end of the continuum 
to basic and positivistic research. Whyte (1989) contends that action research becomes 
part of the change process by engaging people in an organization to study and solve 
their own problems. Zuber-Skerritt (1991: xiii) defines action research as :
"A process by which groups o f people (whether managers, academics, 
teachers, students or ‘learners ’ generally) work on real issues or problems, 
carrying real responsibility in real conditions”.
There is, however, some disagreement about terminology because Argyris et al (1985) 
used the term ‘action science’ while Oja (1989) describe it as ‘collaborative action 
research’. For others, such as Elliott (1978), Stringer (1996) and Sanger (1996) the 
term ‘action research’ is used.
Patton (1990) warns that debates about rigour, significance and relevance are regular 
features of university life in which the status hierarchy attributes least status to 
formative and action research. In academic communities, it is difficult to justify 
formative and action research, while in real-world settings, the reverse is true. Some 
writers (for example Winter 1989), Carr and Kemmis (1986) and Elliott (1982) 
perceive positivism as narrow and restricting and argue that action research can be a 
useful qualitative research tool.
Winter (1989) argues that a single observation does not provide a stable starting point 
to build general laws, however large the data samples, so these laws are misplaced by 
a combination of naivete and arrogance. Winter (1989: 29) warns that:
"Positivist social science researchers can only assume (and never be sure) 
that they are not being misunderstood, taken for a ride, sent up, manipulated, 
or otherwise misled by those whose activities they claim to be able to 
‘describe
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Winter (1989: 29) further argues that practitioners, on the other hand, are potentially 
well placed to seek new understandings of practice but may have difficulty in 
attempting to use the:
"Methods and principles devised for research as an activity to he carried out 
by academics in the role o f outside observers
Witham (1992: 107) supports this argument and comments:
‘'Real people and their work settings cannot be explored and described solely 
in terms o f  objective data and associated statistics''.
Action research is almost the opposite view to positivism in social science knowledge 
and it suggests that the mutuality of the relationship between researcher and 
researched changes everything. Humans do not react according to the laws of natural 
science and interaction is a constantly shifting process.
Carr and Kemmis (1986) also dispute the use of positivistic approaches in social 
science in favour of inductive methods such as action research. They favour a critical 
social science approach to education proposed by Habermas (1974). Critical social 
science creates enlightenment through reflection and can produce critical theorems 
that can stand up to scientific discourse and associated action plans. Carr and Kemmis 
(1986) claim that the vehicle for critical social science is action research. Elliott 
(1982) describes action research as the study of the social situation. Elliott suggests 
that action-research provides,*
"The necessary link between self-evaluation and professional development”.
This can help by increasing one’s factual knowledge about the situation. Elliott (1980) 
continues this argument with the contention that this approach can be used in teaching 
and in problem-solving. As such, it is an appropriate one to cast a new light on 
problems in an industrial context.
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The action research approach follows Lewin’s (1946) cycle of planning, action, 
observation and reflection that is shown in figure 4.1.
Figure 4.1 Lewin’s (1946) planning cycle
Planning
Reflection Action
Observation
Lewin’s ideas about cyclical, self-generating processes were taken up in a number of 
domains, such as in models of strategic planning, learning and action research. In 
1971, Revans proposed a model of achieving managerial objectives that is termed 
‘Systems Beta’ involving five distinct steps:
• Survey
• Hypothesis
• Experiment
• Audit
• Review
a stage of observation
of theory and conjecture
in which practical tests are carried out
during which actual and desired results are compared
relating the particular result to the whole context
This set the stage for Revans’ (1980) espousal of action learning as an alternative to 
institution-based education that mirrors Schon’s (1983) notion of the reflective 
practitioner, as well as David Kolb’s (1984) development of a model of experiential 
learning and identification of different learning styles.
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Sanger (1996) offers a thought-provoking discussion of observation in research and 
suggests that the benefits of action research include:
• Practitioner-led
• Negotiated methodology which is adapted to the situation
• Confidentiality of material between participants
• Rich data because respondents are able to comment on the findings
• Induces commitment because of the right to withdraw at any time
Sanger further contends that research methods that derive from the physical sciences 
seek to ‘explicate’ order from data while phenomenological approaches are 
naturalistic in nature and aim to ‘implicate’ order from rich data. Gummesson (1988: 
13) calls action research:
“A particularly exciting method”
which can be adopted when working with case research.
In summary, action research may provide a methodological vehicle for providing rich 
and illuminative data through the engagement of practitioners in a problem-solving 
process. Thus, case studies of action teams could be observed in action in the 
workplace, and this would allow action research to be evaluated as a method of team- 
driven process improvement, as prompted by the third research question (3.8). This 
methodology may not be regarded as pure action research as defined by Carr and 
Kemmis (1986) because it may not involve simultaneous intervention and research. 
Cross-functional hotel teams in multi-unit hotels may not be in a position to influence 
or to intervene completely. In this study, therefore, action research might be used as a 
mechanism for observing groups in action and for process evaluation, rather than a 
means to achieve action in the workplace.
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4.4 Theory-building considerations
There is much debate in the literature concerning deductive and inductive approaches. 
Gill and Johnson, for example, (1991) argue that the deductive approach has evolved 
from the study of natural sciences which concern animals and physical objects. 
Conversely, human beings are the subject matter of social sciences and the subjective 
quality of human action is better explained through qualitative, inductive approaches. 
Johns and Lee-Ross (1998) comment that there is no universally accepted approach 
for analysing qualitative data, but grounded theory comes closest to this ideal for 
research in service industry management.
Grounded theory is an essentially phenomenological approach that was developed by 
Glaser and Strauss (1967). In grounded theory, hypotheses and concepts come from 
the data and are developed systematically and inductively during the course of the 
research. Strauss (1987: 5) reinforces the inductive nature of a qualitative 
methodology with the comment:
“Analysis is synonymous with interpretation o f data
Johns and Lee-Ross (1998) suggest that grounded theory employs three types of 
coding to extract meaning from the data: open, axial and selective coding. Open 
coding involves looking through the data to identify concepts and leads to axial 
coding in which patterns are identified. Strauss and Corbin (1990: 96) describe axial 
coding as:
set o f  procedures whereby data are put back together in new ways after 
open coding, by making connections between categories^\
The final stage is selective coding where the aim is to identify the main concepts in 
the data as a basis for theoretical development. Teare and Ingram (1993) suggest that 
brainstorming is a useful technique for creative thinking in the context of a disciplined 
group setting. Ideas can be generated with the aid of a facilitator and are generally 
written down on flip-chart paper to assist informal, non-judgmental discussion.
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Inductively developed concepts can be shown graphically in the form of a ‘mind map’ 
or relationship diagram as suggested by Buzan (1994). Graphic representations are 
used in cognitive mapping to provide a frame of reference for what is known and 
believed (Fiol and Huff 1992).
Patton (1990: 165) points out a major dilemma facing researchers:
“In many ways a major trade o ff between quantitative methods and qualitative 
methods is a trade-off between breadth and depth”.
Patton concludes that there is no rule of thumb that will tell a researcher precisely how 
to focus a study and that the breadth or narrowness of the research question depends 
upon purpose, resources, time and the interests of those involved.
Seth and Thomas (1994) suggest that theory-building in the area of strategy has often 
used an inductive and normative approach. They propose a method in which 
observations are used to provide a platform on which to speculate and then to generate 
assumptions followed by deduced generalisations. In this study, an inductive approach 
may be the most appropriate using qualitative methodology in a systematic way. 
However, Johns and Lee-Ross (1998) warn that its analysis depends upon subjective 
views, giving rise to criticisms of reliability. Patton (1990) counsels that reliability 
relies upon the methodological skill, sensitivity and integrity of the researcher, but 
often the reason for using qualitative methods is that no reliable quantitative methods 
exist. Further, Patton (1990: 130) comments:
“The state o f the art in social science measurement is such that a number o f  
desirable outcome measures still elude precise measurement. Where outcome 
measurement have not been developed and tested, it is more appropriate to 
gather descriptive information about what happens as a result program 
activities, than to use some scale that has the merit o f  being quantitative but 
whose validity and reliability are suspect”.
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4.5 Research problems and questions
Pizam (1994) suggest that the identification and selection of a suitable research topic 
is the starting point for every research study. The choice of topic may come about 
because of interest in the area, from identified theory or from concern on the part of 
the researcher. Singleton et al (1993) add factors such as the personal values of the 
researcher and practical considerations. They contend that the chosen topic must be 
expressed in the researchable terms of clear, specific questions or problems that can 
be researched.
Smith (1991: 2) asserts that:
“Social research should he shaped by the nature o f the question, the 
phenomena being considered, and the sort o f answer that will satisfy us”.
Singleton et al (1993) also argue against dogmatic methodological positions and 
contend that the focus should be on what one wants to know and why rather than on 
how to apply a particular approach.
Practical considerations are also important such as being familiar with the area of 
research (Robson 1993) and the lessons of past experience in identifying phenomena 
and shaping suitable research questions (Easterby-Smith et al 1991). These authors 
also suggest that research problems may be put as questions following a review of the 
existing literature. Robson (1993) comments that there is no foolproof method of 
generating research questions but recommends researchers to follow a logical 
sequence of refining down from the general to the specific. This advice was followed 
and the literature review generated the following research questions at the very end of 
chapter 3:
1. Teamworking in hotels: To what extent do these theoretical frameworks apply to 
the context of teamworking in hotels? What are the characteristics of hotel teams 
and what does teamworking mean to the people that work in hotels?
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2. Effective teamworking: What are the characteristics of effective teamworking in 
hotels; problems and perceived solutions by team members? Does the literature 
fully explain variables such as unit size and quality, team configuration (team size 
and gender) or staff turnover? To what extent can perceived solutions be 
generalisable?
3. Managing change: Can self-managed teams in hotels provide a means of 
promoting continuous improvement, employee motivation and self-development?
The literature review reveals the inadequacy of existing theory in explaining and 
offering context-specific frameworks for addressing the problems of group conflict in 
hotels. Accordingly, an approach is needed which not only tests the applicability of 
existing frameworks, but inductively generated patterns which could go some way to 
explaining the phenomenon of hotel team practices. The research questions suggest 
that the approach should be investigative, because of the need to illuminate and 
explain this concept more accurately. Further, phenomenology seems to fit the 
approach implicit in the research questions because it enables the phenomenon to be 
explored through the actors (Taylor and Bogden 1984) who are held have a unique set 
of experiences (Eichelberger 1989). The questions also suggest that the study is 
interpretative as it seeks to validate the theories suggested in the literature against the 
reality of teamworking in hotels through the eyes of those involved in it.
4.6 Selection of research design
Robson (1993) defines research design as being concerned with turning research 
questions into projects and this involves selecting research strategies that are suitable 
for the research questions identified. Research studies may categorised as exploratory, 
descriptive and causal (Pizam 1994; Robson 1993; Singleton et al 1993). Exploratory 
research aims to clarify and discover insights or cast a new light on a phenomenon 
usually using qualitative methods. In contrast to descriptive and causal design, 
exploratory research seeks to map rather than predict relations. Descriptive research is 
appropriate when the objective is systematic and permits accurate descriptions of 
people, facts and situations. The aim of causal research is to investigate causal
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relationships and may be quantitative and, or qualitative. This study falls into the 
category of exploratory research as it seeks new insights and a phenomenological 
approach using qualitative methods is appropriate.
Another useful typology of research purpose is offered by Patton (1990) who 
postulates that research can be categorised into basic, applied, summative evaluation, 
formative evaluation and action research. At one end of the continuum, basic research 
aims to discover truth and assumes that the world’s patterns are knowable and 
explainable. Patton continues that applied research methods, such as action research 
can help to solve problems in and organization or community and assumes that people 
in a setting can solve problems by studying themselves. One key factor in this study is 
that the lack of prior research in hospitality teamworking suggests that some of the 
advice on teambuilding that emerges in the literature may not apply in the hospitality 
context. Further, the input of those who are concerned with these issues is useful and 
their interactions can also be studied. In that sense, the study may be described as 
having a formative aim.
Qualitative research techniques and action research in particular, are often said to lack 
the credibility of its positivist counterparts (for example Giddings 1977). Patton 
(1990: 461) suggests that the credibility issue in qualitative inquiry depends upon 
three issues:
• Rigorous techniques and methods for gathering high-quality data that is carefully 
analysed with attention to issues of validity, reliability and triangulation
• The credibility of the researcher; training, experience, status and presentation of 
self
• Philosophical belief in the phenomenological paradigm as a form of naturalistic 
enquiry which uses inductive methods and holistic thinking
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4.7 Research strategy
In this study, the researcher will seek to show that rigour and care has been used in 
selecting an appropriate research design using survey research and action research. 
Further, the data needed to be collected and analysed with attention to validity, 
reliability and triangulation. The second and third issues are matters of personal 
experience and belief which can also be satisfied.
Robson (1993: 40) suggests that the three main types of research strategies are 
experiment, survey and case study and their typical features are shown in table 4.1.
Table 4.1 Typical features of three research strategies
Research strategy Typical features
Experiment Selection of samples from known populations. Introduction 
and measurement of planned change on one or more 
variables in experimental conditions; usually involves 
hypothesis testing
Survey Selection of samples of individuals from known 
populations and collecting small amount of data in 
standardised form usually using questionnaire or structured 
interview
Case study Development of detailed intensive knowledge about a 
single case or small number of related cases; data collection 
using techniques such as observation, interview and 
documentary analysis
Table 4.1 shows that, of the three strategies survey and case study approaches would 
be appropriate to this study because of the identified need to explore rather than to test 
hypotheses in the complex area of teamworking in hotels. The aims of this study are 
to understand the concept of teamworking in hotels and to identify teamworking 
problems and possible solutions. In accordance with the views of Pizam (1994) and 
Robson (1993), descriptive and exploratory research designs are better able to achieve
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these aims. Gill and Johnson (1991) suggest that survey research can suit an 
unstructured and exploratory investigation such as this one, and allow the theory to 
develop inductively. Authors such as Pizam (1994) and Robson (1993) argue that 
survey research has the following advantages:
• can offer a simple approach to studying attitudes, motives and values
• permits collection of generalisable information
• allows flexibility in choice of data collection technique
• questions can be clarified in interview surveys
The culture, values and beliefs of groups can lead to what Goffman (1968) describes 
as a ‘total institution’ or cellular culture which can affect teamworking (Hinkle and 
Brown, 1990) and this research strategy seems an appropriate way to explore group 
behaviour in hotels further.
The salutary warnings of Patton (1990) are that no research strategy is perfect and 
contains limitations. Pizam (1994) and Robson (1993) argue that the limitations of 
surveys include the following:
• shallow penetration
• data can be affected by respondent characteristics
• beliefs and attitudes may not be accurately stated or may change often
• interview surveys are affected by interviewer’s characteristics or interviewer or 
respondent interactions
• unable to apply rigid control measures
In this study, these limitations could be addressed by using what Gill and Johnson 
(1991) term an ‘interpretative approach’ using semi-structured interviews and to 
ensure triangulation by using both quantitative and qualitative approaches. Group 
behaviour and the effectiveness of teamworking could be observed and compared 
using the action research technique and participant observation. In this way, the 
potential bias on the part of interviewer and respondents may be minimised.
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4.71 Sampling strategies
Pizam (1994) suggest that the stage following selection of data collection techniques 
is to choose the subjects from whom that data will be collected. Stephan and 
McCarthy (1958) contend that information about a population can be sought by 
observing a sample and extending findings to the entire class. In general, the sample 
should be representative of the class under scrutiny and should be selected carefully, 
perhaps randomly. Singleton et al (1993) outline the role on nonprobability sampling 
as non-random selection and warn that it can not control investigator bias or estimate 
precision. Nevertheless, they consider that nonprobability sampling can be useful 
where:
• the unit of analysis is integrated (such as a hotel or university)
• there is difficulty in obtaining co-operation
• the object is to become more informed about the problem or object itself
• research is at an early stage and generalisability is not an issue 
(Singleton et al 1993: 159).
Patton (1990: 169) remarks that:
“The logic and power or purposeful sampling lies in selecting information- 
rich cases for study in depth
Patton terms this ‘purposeful sampling’ because of the contention that information- 
rich cases can enable the researcher to learn much about issues of central importance 
to the research. Patton (1990) identifies a number of strategies including sampling 
based on extreme cases, intensity, maximum variation, homogeneity, typical cases, , 
stratified purpose, critical cases, chain sampling, criterion sampling, operational 
constructs and finally convenience. The sampling strategy in this study may be said to 
be drawn from a combination of these suggested categories. In one sense, the strategy 
used the extreme case sampling used by ethnomethodologists because of their need to 
study everyday experiences and create disturbances that deviate from the norm (Patton 
1990). The action research programme was an activity which was beyond their normal 
work and enabled the researcher to map the shared understandings of the participants.
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Nevertheless, extreme cases were not sought, so the strategy may also be described as 
intensity sampling where the aim is to seek rich examples of the phenomenon of 
interest (Patton 1990). Similarly, the sampling strategy may be described as 
homogeneous because its purpose was to explore in-depth information from different 
kinds of participants in a particular sub-group.
This study requires the co-operation of a hotel company who may also benefit from 
the results of the study. The research questions may be explored using face-to-face 
interviews with a cross-section of hotel staff, who would also need to be interested in 
participating in the research. These would include managers, heads of department and 
operative staff in order to obtain broadly-based range of views. Further, the co­
operation of such an industrial group over a prolonged period is a valuable 
opportunity for academic researchers. As Patton (1990) remarks, issues of 
convenience should be the last factors to be taken into account in a sampling strategy.
4.8 Triangulation
Singleton et al (1993: 391) suggest that:
“Social scientists have borrowed the term triangulation from the field  o f  
navigation to help describe how the use o f multiple approaches to a research 
question can enable an investigator to ‘zero in ’ on the answers or information 
sought”.
Patton (1990) contends that an important way to strengthen a study design is through 
triangulation, or the combination of methodologies. This is emphasised by Denzin 
1970: 297) who defines triangulation as :
“The combination o f methodologies in the study o f the same phenomenon ”.
Denzin argues that multiple and independent methods have greater reliability and 
validity than the use of a single methodological approach.
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Denzin (1978) identifies four basic types of triangulation:
• Data triangulation where there is a variety of data sources
• Investigator triangulation which uses several different researchers
• Theory triangulation in which multiple perspectives are used
• Methodological triangulation which use multiple methods to study a single 
problem
Merriam (1988) argues that the opportunity to use multiple methods of data collection 
is a major strength of case study research. Patton (1990: 470) posits that:
“A concrete version o f theory triangulation for evaluation is to examine the 
data from the perspective o f various stakeholders ’ positions with different 
theories o f  action about the program purposes, goals and means o f  attaining 
goals
Smith and Kleine (1986: 55-72) contend that:
“Triangulating historical analysis, life history interviews and ethnographic 
participant observations can greatly improve evaluation results
Quantitative data from surveys or other instruments can support qualitative data such 
as interviews, observations and documents. In this study three methods were used to 
assure theory, data and methodological triangulation:
• Surveys which measure against pre-determined criteria and concepts
• Interviews which provide a rich source of verbal information with which to cast 
new light on employee and manager perceptions of teamworking
• Case studies which provide a rich source of comparative and interpretative data 
from which to extrapolate inductive theories
The views of stakeholders are important to a study whose aims are revelatory and 
explorative, and the use of action research may make this possible.
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4.9 Conclusions
This chapter has debated some of the key issues in the literature which affect the 
choice of methodology for this study and has sought to explain and justify the 
direction towards a qualitative methodology. The methodological strategy should not 
driven by the researcher’s philosophical preferences, but by two key conclusions from 
the literature search. The first conclusion is that the concepts of groups and teams are 
complex, often anecdotally described in the literature and may not be relevant to hotel 
practices. Secondly, this conclusion led to the framing of research questions which 
aim to explore this area more frilly and develop possible solutions from those involved 
in hotels. Thus, the rejection of a positivist and wholly quantitative methodology for 
this study is justified because this approach, according to Patton (1990), requires a 
standardised approach in which responses are limited to pre-determined categories.
Following the arguments of Merriam (1988) and Yin (1984), ‘how’ and ‘why’ 
questions are appropriate for a case study methodology, which is suitable for this 
study. The study could use an interpretative case methodology, where the aims are 
both to illustrate and support or challenge theoretical assumptions (Merriam 1988). 
The study may also be described as ethnographic because it concerns the search for a 
pattern where none exists (Agar 1980) and phenomenological because it seeks to 
examine how the world is experienced through the perception of the actors 
Gummerson (1988). Similarly, the research questions may point towards and 
ethnomethodological approach following Winter’s (1990: 73) definition of this 
technique as being concerned with asking:
“how people make sense o f their everyday life so as to behave in socially 
acceptable ways
It is, therefore, difficult to categorise this study accurately in the light of comments by 
Taylor (1984) and Olsen (1996). Taylor (1984) suggests that there is confusion about 
what constitutes an ethnomethodologist and Olsen (1996) contends that the 
phenomenological debate is confused by the lack of suitable definitions.
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Patton’s (1990) warning that no research strategy is perfect and contain limitations 
must be set against his exhortation that researchers should aim for credibility and 
rigour. In this study, the academic limitations of action research can be offset by its 
benefits both as a means of participant observation and a source of actor-generated 
solutions to teamworking problems. The use of triangulated methods of both 
qualitative and quantitative methodologies will ensure that these limitations are 
minimised. Thus, despite the trade-offs suggested by Patton (1990), an optimal and 
triangulated research strategy will be developed which takes full cognisance of the 
views of experts but which is driven by the emerging conclusions of the literature and 
the imperatives of the research questions.
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Chapter 5 
Methodology used in the study
5.0 Introduction
The actual methodology used for the study is described in this chapter. The final 
choice of research strategy was shaped by a mixture of desirability and practicality as 
suggested by the following key criteria:
• The original study aims and objectives
• Theoretical frameworks and examples from the literature
• Discussions with supervisors and academic colleagues
• Methodological considerations as outlined in chapter 4
• Practicalities of undertaking the research and analysing the data
5.1 Research design
This research study, in common with others did not seek to follow a formulaic design, 
because there is often no well tried recipe to follow (Cronbach 1982). Patton (1990: 
13) succinctly describes the ingredients of any given research design as:
“Necessarily an interplay o f resources, possibilities, creativity, and personal 
judgements by the people involved”.
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Figure 5.1 An overview of the process of the research study
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Figure 5.1 gives an overview of the way in which the three strands of research 
questions were developed and how each strand is addressed by field research, 
evaluated and finally compared to the existing body of knowledge. The emerging 
hypothesis in this study is that the existing theory fails firstly to explain accurately the 
nature of teamworking in hotels and secondly fails to provide contextually-relevant 
techniques for developing and maintaining effective teamworking in hotels. Action 
research is an appropriate method of facilitating ongoing problem-solving by teams of 
cross-functional hotel employees. Singleton et al (1993) point out that research is not 
only carried out for the purpose of testing relationships among variables, but can also 
be exploratory or descriptive. Singleton et al (1993: 91) contend that the aim of 
exploratory studies is to:
“Explore a phenomenon such as a group or setting in order to become 
familiar with it and gain insight and understanding about it”
Singleton et al (1993) further suggest that exploratory studies are undertaken when 
relatively little is knovm about something, perhaps because of its ‘deviant’ character 
or newness. This seems to describe the emerging hypothesis in this study that the 
literature fails to explain teamworking in hotels and offers few clearly delineated 
variables or categories with which to classify findings. Singleton et al (1993) warn, 
however, that this is the most difficult study to undertake, requiring an open approach 
and beginning with a general description of the phenomenon. An exploratory study 
such as this must take into account both conceptual and experiential knowledge 
represented by the wisdom of the literature and the perceptions and experiences of 
those ‘actors’ in the context of hotels. Accordingly, the approach to this study may be 
described as open and exploratory, seeking to use a range of methods to address each 
strand of the research questions. The methodology adopted in the study involves a 
triangulation of surveys, context-related case studies and action research.
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5.2 Research stages
The study was undertaken in three stages and, at each stage, sample populations were 
investigated using different methods of data collection and data analysis as shown in 
table 5.1.
Table 5.1 Stages of data collection and analysis
S a m p le
stu d ie d
D a ta
c o lle c t io n
D a ta
a n a ly s is
O u tc o m e s  o f  
a n a ly s is
S ta g e  I P opu la tion  o f  a 
sin g le  h o te l
In-depth
in terv iew s w ith
operatives,
H ead s-o f-
D epartm ent and
m anagers,
supported b y  TCI
questionnaires
T ranscription o f  
in terv iew s and  
content an alysis  
u sin g  M icro so ft  
W ord and N u d ist  
softw are. TCI 
softw are an a lysis
P rofilin g  o f  
p op ulation  and  
p erceived  
characteristics o f  
team w ork in g  in  
h ote ls
S ta g e  II P o p u la tion  o f  the  
H um an R esou rces  
departm ent o f  
h o te l head  o ff ic e
TCI
questionnaires  
and in terv iew
T C I softw are  
analysis. 
D ocu m en t  
analysis
A u g m en tin g  T C I 
p rofilin g
S ta g e  II I Sam p le  o f  h ote ls  
in  H o te l com p an y  
1
L ongitudinal 
action  research  
m eetin gs
supported b y  TCI 
questionnaires
T CI softw are  
analysis,
observation , v id eo  
record ing and  
d ocum ent ana lysis
Interpretative ca se  
study
S ta g e  IV S e lec ted  h o te l in  
H o te l com p an y  2
In terv iew s TCI 
questionnaires  
and docum entary  
records
C ontent and  
docu m en t an a lysis  
and T C I an a lysis
C om parative  ca se  
study
Table 5.1 shows how the study narrows in focus with each stage of the research 
process, in an attempt to address each strand of the three research questions. Stages I 
and II aim to explore the general nature of teamworking perceptions in hotel units and 
head office, and to relate some of these perceptions to types of employees. The 
objective of Stage 111 is to observe case studies of hotel teams in practice as they seek 
to solve the specific problems of teamworking in their units. Stage IV evaluates the 
final research question by reference to the Hotel company 2 and provides comparative 
data and strengthens generalisability.
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5.21 Triangulation
Johns and Lee-Ross (1998) suggest that, in social research, triangulation usually 
involves comparing data from two different techniques, which frequently involves a 
comparison of quantitative and qualitative data. This multi-dimensional research 
strategy was adopted in this study. The Anderson and West (1994a) TCI theoretical 
framework will be used to measure the ‘climate’ of various hotel teams and produce 
comparative quantitative data. In addition, semi-structured interviews and case study 
methods will add depth to the quantitative findings. The interrelationships between 
methods and results in the research design is shown graphically in figure 5.2.
Figure 5.2 The triangulated research design
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5.3 Research question 1: The nature of teamworking in a hotel
Following Singleton et al’s (1993) advice, the first task in exploring the nature of 
teamworking in hotels was to begin with a general description of the phenomenon 
from the literature. This revealed an established and academically validated 
framework of measuring team climate, the Team Climate Inventory (TCI) which 
enables perceptions of team climate to be compared to other teams in service 
industries. In order to add depth and detail to what Patton (1998: 132) calls 
‘confirmation and elucidation’, the research design of this primary stage also included 
in-depth interviews, observation and archival records.
5.31 Sampling
Singleton et al (1993) posit that scientists aim to establish the broadest possible 
generalisations, but that the selection of a suitable representative population is 
affected by reasons of size, time, cost or access. In this study, it was necessary to 
select a hotel who would be willing to grant access to a range of employees, despite 
operational and temporal exigencies. This required a unit that was large enough to 
make it possible for staff and managers to be spared from their duties and who would 
also be willing to collaborate with the researcher. The hotel chosen was Hotel A, of 
152 bedrooms situated on the Devon coast in south-western England.
5.32 Interviews
Qualitative face-to-face interviews were chosen as the best research instrument to cast 
new light on the concept of teamworking as perceived by those involved with it in 
hotels. Patton (1990) observes that the purpose of interviewing is to find out those 
things that are in and on someone else’s mind that we cannot directly observe. 
Similarly McTaggart and Kemmis (1982: 41) posit that interviews are useful:
“For issues which are being explored rather than clearly defined from the 
outset”.
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Gummesson’s (1988, 105) approach to qualitative interviewing is where particular 
attention is paid to what informants consider to be important.
The interviews needed to be informal (in order to put respondents at ease) but to make 
best use the of time available. Further, as Singleton et al (1993) remark, the response 
rate for face-to-face interviews is high and in this study it was the hotel management 
who arranged the interviews. Time efficiency was particularly important because 
interview appointments were arranged at hourly intervals and took place in August, 
when the hotel was in the midst of the busy holiday season. Accordingly, an interview 
design had to be selected which took account of these factors. Patton (1990: 284) 
suggests that there are three choices of qualitative interviewing:
• the informal conversational interview
• the general interview guide approach
• the standardised open-ended interview
It was decided that the most appropriate approach was the general interview guide
approach because conversational interviews may lack focus and standardised 
questions can limit flexibility. Patton (1990: 280) suggests that the general interview 
guide involves:
“Outlining a set o f  issues that are to be explored with each respondent before 
each interviewing begins. The issues in the outline need not be taken in any 
particular order and the actual wording o f questions to elicit responses about 
those issues is not determined in advance. The interview guide simply serves 
as a basic checklist during the interview to make sure that all relevant topics 
are covered”.
Questions were not posed in any particular order in an attempt to give the respondents 
space to develop themes and issues that they felt to be of importance. Spradley (1979) 
describes these as descriptive or ‘grand tour’ questions. Nevertheless, where possible, 
the researcher followed a broad structure in order to invite feedback on the following 
themes that were generated by the literature search:
1. The meaning of teamworking to the respondent and its perceived importance to 
his or her job performance.
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2. The nature of interdepartmental conflict and rivalry.
3. The way that teamworking affects the respondent and issues and problems that 
arise from it.
4. How the respondent might characterise good teamwork.
5. Ways in which teamworking might be improved.
5.33 Conduct of the interviews
Each of the 20 interviews was tape-recorded so that the researcher could respond 
freely without the need to take notes. (Loftland 1971), although additional notes were 
taken by the researcher during and after interviews. Informality was particularly 
important because the interview slots had been arranged by the General Manager’s 
secretary and many interviewees were unsure of their purpose and the role of the 
researcher. Note was taken of Singleton et al’s (1993: 273) advice to conduct the 
interviews with courtesy, tact and confidentiality. Accordingly, time was taken to 
explain issues such as the impartiality of the researcher and the fact that information 
discussed would not filter back to management or head office. Each interviewee 
completed a Team Climate Inventory (TCI) questionnaire according to their 
functional team: Executive (Exec), Head of Department (HOD) or Food and Beverage 
(F&B).The interviews were of 45 to 70 minutes in duration and they were held in a 
meeting room on the first floor of the hotel.
5.34 Interview evaluation
Patton (1990) observes that the most desirable raw data to obtain is the full 
transcription of interviews and this was done in this study. This was a laborious 
process that resulted in more than 25,000 transcribed words, which were clearly 
audible in playback thanks to high quality equipment and the use of new blank audio 
cassettes.
The advice of Patton (1990) was followed in using a combination of case analysis and 
cross case analysis. Cross-case analysis was used first to profile the respondents using
108
Methodology used in the study
a number of different categorisations and the question framework, then case analysis 
to develop issues that were generated by interviewees. As Patton (1990: 379) remarks:
“The data generated by qualitative methods are voluminous ”
This was a problem in this study. The method chosen to arrange this data was content 
analysis, defined by Patton (199: 381) as:
“The process o f identifying, coding and categorising the primary patterns in 
the data”.
Initially, the data was classified in the question framework using the Microsoft Word 
‘find’ feature, and blocks of text about a theme were arranged in each question 
category. Subsequently, the text was loaded into NUD-IST computer software in order 
to explore interviewee-generated issues. NUD-IST is an acronym for Non-Numerical, 
Unstructured, Data- Indexing, Searching and Theorising which is published by 
Qualitative Solutions & Research Pty Ltd. of Melbourne Australia. Johns and Lee- 
Ross (1988) contend that NUD-IST is one of the most flexible and versatile content 
analysis software packages available that reflects the principles of grounded theory 
discussed in chapter 4. This software allows ‘modes’ to be generated by the researcher 
as an emerging system of coding to which text can be attached. NUD-IST also permits 
the use of open, axial and selective coding, supported by quotations from respondents.
5.35 Team Climate Inventory (TCI) analysis
This section considers the choice of a quantitative method of measuring teamwork. 
Most of the currently used frameworks for measuring teamwork use questionnaires to 
assess the perceptions of members and stakeholders. The data produced may be used 
to audit attitudes and contribute to an agenda for team training interventions. Data 
processing and analysis is often available in commercially produced computer 
software. Existing frameworks include:
• Team Learning System: Developed by Jones and Bearley to assess team strengths 
and weaknesses in two areas: team tasks and team member self-assessment (IPS
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1996). There is some academic validation for the TLS in the Teaming 
organisation’ approach suggested by authors such as Senge (1990) and McKenna 
(1994), but, to date, there is no objective endorsement for this technique.
• Team Management Index: Margerison and McCann (1995) have developed the 
concept of Team management’ based upon Jung’s (1923) ‘psychological types’. A 
questionnaire instrument (Margerison and McCann 1991) matches profiles of 
team member preferences to perceptions of critical team functions in order to 
identify any gaps that may exist in the team. A review of the TMI by the British 
Psychological Society (Cartwright and lies 1995) criticises the instmment for its 
constmct validity, and lack of information that make it difficult to get a clear 
picture of the internal stmcture of the scales. Category deconstmction and full 
understanding are important for rigorous research.
• Team Climate Inventory: The third instrument for measuring teamwork is 
Anderson and West’s Team Climate Inventory. Anderson and West (1994a) argue 
that the individual focus of psychometric testing may be counterproductive and 
that a holistic team perspective is more beneficial. They suggest that the socio- 
psychological concept of ‘climate’ developed by Reichers and Schneider (1990) 
and Rousseau (1988) characterises the ‘personality’ of teamworking (Anderson 
and West 1994a). The TCI uses 44 questions to analyse team climate and produce 
reports from the computer software that may be compared to built-in norms or to 
locally generated norms.
The three main reasons that influenced the decision to choose to this framework for 
this study are its theoretical credibility, its practicality and its use as a comparative 
instrument. Firstly, the technique is grounded in the well-documented academic 
concept of organisational climate which can be regarded as a descriptor of team 
effectiveness. There is research and literature to support the theories (for example 
Agrell and Gustafson 1994; West and Anderson 1996; Bumingham and West 1995). 
The TCI software measures the perceptions of team members to team climate as well 
as monitoring the quality of responses. The literature search (3.31) identified that
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‘climate’ is one of the best developed concept of team effectiveness. Anderson and 
West (1994a) describe climate as the ‘personality’ of groupworking and Reichers and 
Schneider (1990: 22) define climate as:
“The shared perception o f the way things are around here. More precisely, 
climate is shared perceptions o f organizational policies, practices and 
procedures ”.
Climate, therefore, refers to the organizational culture or ambience in which groups 
work and which include individual internalisations of the social setting or context of 
which the person is part and includes relations and interactions with others Rousseau 
1990). Climate has individual, team and organizational dimensions. Individual and 
shared perceptions of practices and procedures are highlighted by Reichers and 
Scheider (1990) while Deal and Kennedy (1988) suggest that climate can be affected 
by organizational culture and top management. Adair (1986) notes that, unlike 
atmosphere that is temporary, climate implies a prevailing condition. Thus, climate is 
a well-established concept for measuring internal teamworking, which Neil Anderson 
and Michael West (1994b) have developed into an accepted software package. 
Secondly, the technique is available with self-administered software and clear written 
explanations. There is also detailed supporting data concerning the construction of the 
accompanying norms. The TCI technique was piloted in three separate studies and a 
total of 148 teams were involved which provided an overall sample of more than 1000 
individuals (Anderson and West 1994b). The final determinant for choice is the 
capability of such questionnaires to assist in categorising and comparing the groups 
and sub-groups being studied. The TCI framework will assist in correlating and 
contrasting inter-team and intra-team climate:
1. Between sub groups of samples studied in individual hotels in Hotel company 1, 
such as functional groups of managers, heads of department and operational 
employees.
2. Between groups studied in Hotel company 1 for different research purposes, such 
as between individuals and groups giving interviews and those teams participating 
in the action research exercise.
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3. To benchmark team climate in Hotel company 1 units and head office against 
other reference groups, including those NHS teams studied by Anderson and West 
(1994a). Also to assist the generalisability of findings against Novotel teams, 
perceived in the literature search as being a current exemplar of team 
effectiveness.
West (1990) postulates that there are four main aspects that are predictive of team 
performance, which can be further broken down into thirteen sub-aspects, as shown in 
figure 5.3.
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Figure 5.3 Anderson and West’s (1994a) Team Climate Inventory 
Sub-aspects Main aspects Outcomes
I n f lu e n c e  o v e r  
d e c is io n -m a k in g
In fo r m a tio n -s h a r in g
Participative
safety
In te r a c t io n  fr e q u e n c y
S a fe ty
C la r ity
P e r c e iv e d  v a lu e
Vision
S h a r e d n e s s
A tta in a b il ity
A p p r a isa l
Task
orientation
Id e a t io n
C o m m itm e n t  to  
e x c e l l e n c e
A r t ic u la te d  su p p o r t
Support for 
innovation
E n a c te d  su p p o rt
5.351 Participative safety
Participation is widely seen as an important concept in teamworking (for example 
(Alpert and Smith 1949; Wood 1989; Whyte 1977) which may be used as a means of 
reducing resistance to change, encouraging commitment and producing a more human 
oriented culture.
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West (1990: 311) offers this definition:
‘‘Participativeness and safety are characterised as a single psychological 
construct in which the contingencies are such that involvement in decision 
making is motivated and reinforced while occurring in an environment that is 
perceived as interpersonally non-threatening”.
This construct represents the maturity of relationships, often encouraged by meeting 
frequency and the extent to which participants feel comfortable with each other 
(Anderson and West 1994a).
5.352 Vision
West (1990: 311) posits that:
“Vision is an idea o f a valued outcome that represents a higher order goal 
and a motivating force at work”.
West (1990) further proposes that effective teams need vision to give focus and 
direction to member’s energy. Team vision should be clear, negotiated, attainable and 
ideally evolving from jointly shared valued outcomes. Team vision should also be in 
alignment with organizational objectives and affects the quality of service or product.
5.353 Task orientation
West (1990: 313) defines task orientation as:
“A shared concern with excellence and quality o f task performance in relation 
to shared vision, characterised by evaluations, modifications, control systems 
and critical appraisals ”.
West (1990) further contends that effective teams operate in a climate of critical 
reflexivity, constructive controversy and commitment to excellence. Despite daily 
operational demands, teams need to critically reflect on objectives and processes in a
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mature atmosphere where argument does not lead to conflict. In effective teams there 
is a concern with the quality of outcomes as opposed to the personal ambitions of 
individual members (Anderson and West 1994a).
5.354 Support for innovation
West (1990: 318) postulates that support for innovation is defined as:
“The expectation, approval and practical support o f attempts to introduce new 
and improved ways o f doing things in the work environment”.
Further, in order to drive change, support for innovation must be articulated 
(espoused) and enacted (carried out). Practical support of time, resources and co­
operation must be freely given by team members as well as from senior managers.
5.345 Questionnaire analysis
In order to supplement the action research data, TCI questionnaires were completed 
for:
• The nineteen interviewees in Stage I plus five others (Hotel A)
• All ten members of the Hotel company 1 Human Resources head office team
• All thirty-two members of the five action-research teams
• Eight members of a Hotel company 2 group hotel team
This produced a total of 74 responses drawn from a range of operational, managerial 
and head office hotel employees which could be cross-analysed as well as compared 
to the responses from other service-based teams. In stage IV, comparisons can be 
benchmarked against the team climate in hotels in Hotel company 2, an organization 
that was identified in the literature as having an interest in innovative teambuilding 
techniques.
The TCI software, developed by Anderson and West (1994b) initially gives an overall 
measure of social desirability and measures on the sub-scale constructs of social 
aspects and task aspects. Social desirability occurs where team members give falsely
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positive ratings of team climate that are too positive to be likely in reality, and these 
are associated by higher scores in the software. There are six items on the 
questionnaire that contribute to the social desirability factor and Anderson and West 
(1994b) suggest that this can be interpreted using the information in table 5.2.
Table 5.2 Interpretation of social desirability scales on TCI profiles
Scale total Sub-scale total Interpretation
Above 20 Above 10 Unacceptably high social desirability 
response. Definite possibility of 
response bias.
10-19 5-9 Some social desirability evident. 
Check veracity of responses if 
possible.
Below 10 Below 5 Acceptably low level of social 
desirability
In addition, the TCI software gives a raw score measure of team climate according to 
four factors and can compare the subject team to inbuilt group norms (based on NHS 
teams) or locally generated norms. The TCI software generates two measures of team 
climate: raw scores and sten scores. Raw scores represent the mean item response: 
that is the sum of each sub-scale divided by the number of team members, and raw 
scores for the four main scales are the sum of the mean sub-scale responses. Beech 
and Harding (1990) suggest that normalised standardised scores using percentile 
transformations, such as stens, are useftil in psychometric tests because they enable 
researchers to make direct comparisons between measurements. Anderson and West 
(1994b: 15) suggest that:
“The sten score represents that range, or normal distribution o f all team 
scores on a ten category range: 1 = low score, 10 = high score. Therefore the 
further the team has scored from the mid-point (the fifth sten), the more it 
tends away from the pole descriptor quoted”.
Scoring between the fifth and sixth sten indicates an average climate on this factor 
relative to other teams in the norm group of management teams built into the software 
and Anderson and West (1994b) posit the interpretation suggested in table 5.3.
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Table 5.3 Interpretation of TCI sten scores and reeommended eourses of 
action.
Scale / Sub-scale Recommended action
Eighth sten or over Climate aspect appears sound but there 
is a need to keep monitoring and 
evaluating team procedures
Fourth to seventh sten Room for improvement on climate 
aspect. High utility for some types of 
team building intervention.
Below fourth sten Demonstrable need for structured and 
intensive intervention to redress this 
climate aspect. Very high utility for 
specific team building interventions.
The sten method is a useful way of comparing normalised scores with other groups 
and providing feedback to industry-based teams but, for the purposes of the this study, 
the data will be independently processed using SPSS software. This will ensure rigour 
and consistency as well as providing independent confirmation for the psychometric 
properties of the four factors suggested by previous studies by Agrell and Gustafson 
(1994) and Anderson and West (1996 and 1997).
5.4 Research question 2: Effective teamworking in hotels
The objective of stage III of the study was to cast light on the phenomenon of 
effective teamworking in hotels through an in-depth study. Patton (1990: 384) 
remarks that that the case study method of qualitative analysis is a specific way of 
collecting, organizing and analysing data whose purpose is:
“To gather comprehensive, systematic and in-depth information about each 
case o f  interest”.
Accordingly, the case study method was chosen for this applied research study, where 
the aim was to bring together the personal insights and experiences of the researcher 
(Patton, 1990: 154) and the participants.
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According to Whyte (1991: 9), one of the most active ways of engaging informants is 
to:
“Expand the social process to discuss with these individuals what we are 
trying to find  out and also consult them about how to interpret what we 
study”.
5.41 Action research and rigour
Whyte (1991) suggests that some participants can provide insights and perceptions 
regarding the dynamics of the organization and that the process of action research can 
be fun. Winter (1990: 158) points out, however, that there is little status attached to 
action research by many positivist academic communities, perhaps because the 
researcher may become too involved as a participant in the process. Johns and Lee- 
Ross (1998) admit that action research is difficult to justify in terms of rigour, but that 
it is an attractive management tool that enables a phenomenon of the research 
situation to be viewed through the eyes of the participants. On the other hand, too 
academic an approach would not engage the interest of hotel employees, many of who 
have little formal education. Carr and Kemmis (1986: 107) remark that:
research activity is something that people do (in italics) and as such is only 
made intelligible by reference to the overall purpose for which it is 
undertakerî\
Langford (1973) differentiates between theoretical and practical activities by 
suggesting that the purpose of theory is to discover truth while practical activities seek 
to bring about change. The technical expertise of many hotel workers and managers 
suggested by Mullins (1992: 128) and their comparative lack of scholastic capacity 
suggested by Stone’s (1988) research has implications for this study. Eden and 
Huxham (1996) propose twelve criteria to which action research should conform if it 
to claim academic rigour and acceptability, and table 5.3 shows how the study meets 
them.
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Table 5.4
to the study
Linking Eden and Huxham’s (1996) twelve action research criteria
C r ite r io n H o w  th e  s tu d y  m e e ts  th e  c r ite r io n
1 T here m u st b e  so m e  im plications b ey o n d  the  
f in d in g s and action s required b y  the project 
i t s e lf
L ink ed  to  research o b jec tiv e  to  au gm en t an  
inadequate research base
2 A c tio n  research  fin d in gs m ust b e  u seab le  in  
e v ery d a y  life  and ex p lic it ly  con cerned  w ith  
th eory
T heoretica l search  for  m ore  in n o v a tiv e  and  
e ffe c t iv e  w a y s  o f  m an ag in g  ch a n g e  and  
m ak in g  d ec is io n s  in  h o te l units
3 T h e  b a sis  u p o n  w h ic h  the research project is 
p la n n ed  m u st b e  e x p lic it ly  related  to  theory
Inform ed b y  the literature and u sin g  
theoretica l fram ew orks in c lu d in g  B e lb in  and  
the TCI instrum ent
4 T h eo ry  sh o u ld  em erg e  from  action  research as 
a  sy n th esis  o f  th e  ind uctive  fin d in gs w ith  w hat 
has a lready  b een  pu b lish ed  in  the research  
su b ject area
U se fu l w a y  o f  form in g  a com parative  b asis  
w ith  w h ich  to  com pare team  clim ate  in h o te ls  
w ith  other serv ice  industry team s
5 T h eo ry -b u ild in g  sh ou ld  b e  increm ental, 
m o v in g  from  the sp ec ific  to  the general in 
sm a ll step s
P rocess o f  the m eetin g s driven b y  the  
participants accord in g  to  their a b ilities and  
facilita ted  b y  the ex p erien ce  o f  the researcher
6 T h e  presenters o f  action  research find in gs  
sh o u ld  b e  c lear about the requirem ents o f  the  
research  ‘cu sto m er’
Im partial ro le  o f  the researcher as facilita tor  
m ade c lear at the outset
7 T h e research  sh o u ld  b e  condu cted  w ith  a h igh  
d eg ree  o f  m eth o d  and  orderliness, in  w h ich  the  
p h a ses o f  the w o rk  can  b e  c learly  p erce ived
H ig h  degree  o f  pre-p lann in g  and expert 
consu ltation
8 T h e  p ro cess o f  ex p lo rin g  and ana lysin g  should  
b e  rep lica b le  through argum ent or analysis
A ca d em ic  se lf-co n sc io u sn e ss  and critical 
eva lu ation  m ainta ined  b y  research sem inars  
and d iscu ssio n  w ith  co llea g u es
9 T h e  e ig h t co n ten tio n s a b o v e  are necessary , but 
n o t in  th e m se lv es  a  su ffic ien t cond ition  for  the  
v a lid ity  o f  th e  research
10 D a ta  c o lle c t io n  and reflec tio n  sh ou ld  be  
fo c u se d  o n ly  o n  research  asp ects w h ich  cou ld  
n o t b e  cap tion  b y  any  other m eans
O rgan izational ‘im m ersio n ’ required for  th is  
stu dy  w o u ld  b e  d ifficu lt to  a ch iev e  b y  other  
m ean s
11 O pp ortun ities for  triangulation sh ou ld  be  
e x p lo ite d  fu lly
T riangulation  a ch iev ed  b y  u s in g  both  
quantitative and qu alita tive  m eth ods
12 T h e  h isto ry  and  co n tex t o f  the action  research  
project m u st b e  taken  as critical for the lik ely  
range o f  v a lid ity  and app licab ility  o f  the  
f in d in g s
T h e co n tex t o f  th e  stu dy  w a s im portant in  
g a in in g  a ccess  to  the firm  and m ay  p la y  an  
im portant part in the fin d in gs
Table 5.4 shows how the research was carefully designed to link process and 
outcomes with the theory so as to minimise criticisms and justify its choice as an 
appropriate research method.
In order to produce rich ‘thick’ data, a number of hotels needed to be fully engaged 
with the project, but they, too, needed to justify that involvement with practical 
outcomes. The action research method was perceived by the hotels in brand X of
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Hotel company 1 both as a means of employee development and an exploration of 
teamworking in a hotel setting, in a hitherto traditionally managed industry. Appendix 
1 shows the document that was presented to Hotel company 1 to explain the project. 
In 1995, Hotel company 1 had been acquired by a larger company and needed to 
increase post-acquisition performance through innovative management. At corporate 
level, this was manifested in interest in such schemes as Investors in People (IIP) and 
staff attitude surveys and, on 18 March 1997, the Chief Executive of the Hotel 
company 1 Hotels Division announced a radical restructuring process. One of the 
outcomes of this restructuring was that hotels were to be clustered on a geographical 
rather than a brand basis, under a Regional General Manager. As this occurred at the 
beginning of the field study period, it gave rise for concern by managers and hotel 
employees about future employment prospects and ways of working.
Thus, the choice of methodology for this research question was affected by the need 
for access to an interested organization and units as well as the active participation of 
employees. Johns and Lee-Ross (1998) remark that action research usually adopts a 
case study approach and, having chosen action research for this study as a means of 
recording and observing both process and outcomes, the case study method was a 
concomitant selection. Rigour and objectivity would be enhanced by careful planning 
and by using techniques such as video-taping the proceedings, which would also assist 
with the analysis of observational cues such as body language.
5.42 Validity and reliability
Strauss and Corbin (1990) suggest that the concomitant complexities of social 
phenomena require a redefinition of good qualitative research practice. Lincoln and 
Guba (1985) submit an alternative assessment model of qualitative research based on 
credibility, transferability, dependability and confirmability, instead of the normal 
criteria of internal validity and reliability. Lincoln and Guba (1985) posit that 
credibility can be achieved through prolonged involvement, persistent observation and 
triangulation, and all of these techniques were used in this study:
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• Action research meetings were longitudinal and team members were given an 
opportunity to fully participate at their own pace and to generate their own agenda.
• Systematic observational methods include note-taking, tape-recording and video­
taping.
• A range of methodological triangulation techniques was adopted.
Lincoln and Guba (1985: 316) hold that transferability relates to generalisability, or 
the application of the study findings to other relevant cases. Further, a prerequisite for 
this extrapolitative activity is a data base that makes transferability judgements 
possible, for example through a descriptive account of the research. The transferability 
of the results of this study may prove to be problematic because of the lack of similar 
research in a hotel setting. Nevertheless, similar methodologies using case studies and 
action research have been applied in the contexts of healthcare (for example 
Desombre, 1997: SCOPME, 1997) and education (for example Hardin 1985: Medina, 
1987). Cronbach (1975:) emphasises that the research goal in social science is often 
action-oriented, whereas the goal in physical sciences is amassing empirical 
generalisations and laws. Cronbach (1975: 126) suggests that two types of 
contribution are possible:
• accurate assessment of local events to improve short-run control
• development of explanatory concepts that will ‘help people to use their heads^
This study attempts to combine both of these contributions to achieve outcomes that 
are both locally (and organisationally) useful as well as conceptually generalisable. 
Merriam (1988: 165) comments that:
‘Thus, regardless o f the type o f research, validity and reliability are concerns 
that can be approached through careful attention to a study’s 
conceptualization and the way in which the data were collected, analyzed and 
interpreted. Different types o f research are based on different assumptions 
about what is being investigated, however, and different designs seek to 
answer different questions ’.
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Ratcliffe (1983: 149) argues that:
“Data do not speak for themselves; there is always an interpreter, or a 
translator
This statement is particularly true of this study, previously described as explorational, 
interpretative and under-researched. According to Lincoln and Guba (1985: 295), the 
judgement of validity rests upon the investigator showing that he or she has:
“Representedthose multiple constructions adequately’.
In this study, the industry and research experience of the investigator may be an 
advantage and a resources from which the action research teams can draw.
5.43 Action research meeting timetable
There were originally five hotels participating in the study and they are referred to in 
this thesis as hotels B,C,D,E and F, but the problems of restructuring suggested in 
5.41 resulted in hotel F losing its General Manager and not becoming involved. There 
were 26 meetings of the four hotel teams culminating in an afternoon of presentations 
to a panel of academics and Hotel company 1 managers on 14 October 1997. The 
complete timetable and locations are shown in table 5.5.
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Table 5.5 Timetable and locations for the action research meetings
M e e tin g  n o . D a te s  (a ll 1 9 9 7 ) L o c a tio n
H o te l B 1 21  February H otel C
2 19 M arch H otel C
3 16 A pril H otel C
4 6  M ay H otel C
5 6  June H otel C
6 18 June H otel B
H o te l  C 1 17 February H otel B
2 19 M arch H otel B
3 16 A pril H otel B
4 6 M ay H otel B
5 18 June H otel C
6 2 3  July H o te l C
7 15 A u g u st H otel C
H o te l D 1 2 4  February H otel D
2 9  A pril H o te l D
3 13 M ay H otel D
4 17 June H otel D
5 18 A u g u st H otel D
6 23  Septem ber H otel D
H o te l E 1 3 M arch H otel E
2 21 A pril H otel E
3 19 M ay H otel E
4 2 0  June H otel E
5 21 July H otel E
6 11 A u g u st H o te l E
7 9  Septem ber H otel E
nH o te l F 19 February H otel F: d id  n o t take p la ce
T ea m 14 O ctober H o te l D
p r e se n ta tio n s
5.44 Conduct of the action research team meetings
The first action research team meetings were set up via the Hotel company 1 head 
office and arranged locally by the unit General Manager, who also selected the 
participants. It was requested that a cross-section of team members should be selected 
at each unit and that they should display an interest in participating in such a scheme. 
In practice, teams were often made up of existing members of the Hotel company 1 
Staff Consultative Committee (SCC) who meet regularly to discuss matters affecting
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staff with the unit General Manager. Unit SCCs are often composed of employees 
who have the longest employment record at the unit or with the company and who, 
perhaps, show the most commitment and dedication. In practice, the researcher had no 
control over the choice of team participants and, although this may skew the sample, 
it was necessary to find participants who would see the project through to termination.
The action research team meetings were designed both by reference to the literature 
and with the assistance of experts who had experience of conducting successful action 
research projects, including Professor Jack Sanger and Dr Nick Johns of Norwich City 
College. According to McTaggart and Kemmis (1982: 7) there are four ‘moments’ of 
action research which link to Lewin’s cyclical shown in figure 4.1 and which are 
depicted graphically in figure 5.4.
Figure 5.4 McTaggart and Kemmis’ (1982) four ‘moments’ in action research
Act
Observe
Plan
Reflect
The sequential nature of the process of experiential learning (Johns and Lee-Ross 
1998) and practical advice offered by McTaggart and Kemmis (1982) were 
incorporated into a structured series of meetings and some questions which might 
assist the generation of agenda. The proposed stages and suggestion questions were 
given to team participants at the first meeting and are shown in table 5.4.
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Table 5.6 
meeting
M eth o d o lo g y  u sed  in  th e  study  
Information given to action research team members at the first
STAGE SOME QUESTIONS AT EACH STAGE
1. In itia l m eetin g  and  
in d u ction
W hat is  required o f  a ll the participants?
W hat is the prob lem  and h o w  sh ou ld  w e  tack le  it?
H o w  co u ld  w e  gather in form ation  as to  the nature o f  the prob lem ?
2 . P rob lem  d efin itio n H o w  co u ld  the prob lem  b e  described?  
W hat are the e ffe c ts  at th is hote l?
W hat further data n eed s to  b e  co llected ?
3 . P rob lem  fo c u s Is the prob lem  fu lly  understood?
W hat n eed s to  b e  changed?
W hat stands in  th e  w a y  o f  the desired  change?
4 . D e v e lo p  h y p o th esis W hat are th e  opp ortu nities, p o ss ib ilit ie s  and constraints?  
W hat form  m ig h t the strategic p lan  take?
W h ich  steps sh ou ld  b e  taken  first?
5. T est h y p o th esis H o w  m ig h t th e  h y p o th esis  b e  tested?
H o w  m ig h t su cc e ss  b e  m easu red  and m onitored?  
H o w  w ill  data b e  co llected ?
6. M o d ify  h y p o th esis D o e s  th e  h y p o th esis  fit the n e w  ev id en ce?  
W hat n eed s to  b e  changed?
H o w  m ig h t the o n g o in g  e ffe c ts  b e  m onitored?
7 . P rod u ce  report W hat sh ou ld  b e  the con ten t and structure o f  the report?  
C an the fin d in g s b e  app lied  generally?
W hat a d v ice  co u ld  b e  g iv e n  to  other h ote ls?
The stages shown in table 5.4 show how the advice of experts and information in the 
literature was synthesised into a timetable of possible meetings and a suggested 
agenda for each of them. McTaggart and Kemmis (1982: 18) counsel that action 
research meetings do not have to begin with a ‘problem’, but may arise from a 
recognition that existing practice falls short of aspirations or that something might be 
improved. McTaggart and Kemmis (1982) further warn that care should be taken to 
avoid issues that cannot be resolved by the participants, and care was taken during the 
meetings to aims for achievable objectives.
In addition, at the first meeting, the researcher gave team members a handout which is 
shown at Appendix 2. In addition, there was an explanatory presentation with 
overhead slides (shown in Appendix 3) on which information was given in the 
following sequence:
125
Methodology used in the study
1. Introductions: researcher and participants
2. What is learning: model of experiential learning and completion of Belbin team 
roles (shown in Appendix 4)
3. Team roles: talking through the Belbin results
4. Nature of action research
5. Our group as a team: completion of TCI questionnaires (shown in Appendix 5)
6. Meetings, content, timings, conduct
7. Problem identification (brainstorming)
8. Gathering evidence
9. What next?
5.45 Data analysis
Although Merriam (1988: 125) contends that data collection and analysis is an 
ongoing process, these processes become more intensive later in a study. Yin (1984) 
and Patton (1990) differentiate between the preliminary information contained in case 
records from the final case study. Patton (1990: 386) suggests that the case record:
“Pulls together and organizes the voluminous case data into a comprehensive 
primary resource package ”.
In this study, case records include the following:
• Questionnaires and reports based on theoretical frameworks (Belbin, TCI)
• Field notes taken by the researcher
• Videotapes and aural cassettes
• Background documents (for example IIP reports, staff attitude surveys, hotel and 
company information)
• Correspondence to head office and individual hotels
• Minutes of action research meetings written by the researcher
• Line diagrams completed at meetings and transferred to computer packages such 
as Graphics COPE and Visio Express
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Flip chart notes taken at meetings 
Reports and notes by the participants
Comments and information by other observers, particularly the colleagues, 
regional and head offiee managers who attended the final presentation session.
As suggested in 4.4, ideas can be usefully represented in the form of ‘mind maps’ 
(Buzan 1974) which can provide a record and be used as a the basis for further 
discussion. Graphics COPE is cognitive mapping computer software that has been 
used in a number of hospitality-related research studies (for example Teare 1989 and 
Costa 1997). In this study, COPE will be used as a convenient method of arranging 
ideas generated by the four teams in graphical form so that they can be included in the 
minutes of team meetings and act as a record for future discussions. It was not 
proposed to use the theory-building capabilities o f the software.
Patton’s (1990: 377) initial framework for analysing observations and managing 
voluminous data is useful and includes the following:
Chronology What was observed over time 
Key events Data presented by critical incidents or major events 
Various settings Various places, sites, settings or locations 
People The individuals or groups that are the focus of the study
Processes Important processes. In this study processes of teambuilding and
problem-solving
Issues Illumination of key issues, such as how the participants changed. In
this study, such feedback is additionally provided by the participants 
themselves
The above information provided the basis for preliminary ‘thick’ and rich description 
of the cases studies. The next stage, according to Merriam (1998: 133) is the 
development of categories by coding units of data to obvious factors.
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The method used in this study to analyse case study and interview material was 
content analysis. Patton (1990; 381) defines content analysis as:
“The process o f identifying, coding and categorizing the primary patterns in 
the data
Patton’s (1990) practical advice on getting started on content analysis is by reading 
through and annotate field notes and interviews with notions about what can be done 
with the data. This advice was followed in this study and the annotations led to the 
development of a pro-forma that was attached to each transcription of the 20 
interviews.
According to Patton (1990: 388), the final step in the construction of case studies is 
writing the case study narrative which is:
“A highly readable, descriptive picture o f a person or program making 
accessible to the reader all the information necessary to understand that
person or program. The case study is presented either chronologically or
thematically (sometimes both)
This advice was followed for this study, because the material is presented firstly 
chronologically and then thematically, as coding develops inductively from the data.
5.5 Research question 3: Self-managed teams in hotels
The third research question questions both the process and outcomes of empowered, 
problem-solving teams in hotel contexts. Stage III will cast light on the process of 
teambuilding in a sample of hotels by the following means:
• Observation by the researeher assisted by video recordings
• Comments by team members
• Comments by other interested parties (managers, non-participant staff)
• Comparison to the literature and theoretical frameworks (TCI and Belbin)
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Similarly, the outcomes of these teams of hotel employees can be assessed by the 
following means:
• The judgement of a panel of peers, academics, regional and head office managers 
for the award of a prize for the best team report
• Feedback from the team members
• Comparison to the literature
This can cast new light on teamworking in the sample group and assist to verify the 
theories of teamworking as they may apply to the hotel context. In order to improve 
the reliability and generalisability of these findings, the results are compared to an 
organization, perceived to be effective in the literature search (3.53): the multi-unit 
Hotel company 2. Exploratory interviews can be carried out with senior managers to 
determine the philosophical approach that underpins Novotel and the strategies that 
this company adopt at unit level. This is supplemented by case information at one of 
the units, including interviews, observation and TCI questionnaires of selected teams.
5.6 Conclusions
This chapter has explained how the literature and theoretical concepts have informed 
the methodology for this study and have synthesised it into an effective research 
design. The design has attempted to address potential problems of rigour, reliability 
and validity through the use of a systematic, integrative approach that combines 
quantitative and qualitative methods and triangulation. It is difficult to categorise the 
research methodology in a single discipline of, for example, strategy or human 
resource management. Hampton, Roper and Brookes (1996) remark that much 
hospitality research is based on a single discipline and fails to recognise the impacts 
of changes in practice on the complex socio-political organization.
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Chapter 6
Findings from the semi-structured interviews
6.0 Introduction
This chapter presents findings from the semi-structured, in-depth interviews which 
were aimed at addressing the first research question:
What does teamwork mean to the people that work in hotels?
A series of interviews and questionnaires was undertaken in two hotels in the UK with 
the aim of developing understanding of teamworking in hotels. The first, referred to as 
Hotel A is a five-star hotel operated by Hotel company 1 in the south-west of England 
and the second (Hotel G) is a hotel owned by the Hotel company 2 Group near a 
major international airport. Hotel company 1 are large multi-unit hotel operators in the 
UK (HCIMA 1998) who, at the time of the study, were being affected by uncertainties 
following the a predatory take-over in 1996. The 19 interviews at Hotel A form a 
primary source of data that can be compared to more established teamworking 
initiatives in a unit run by Hotel company 2, which are presented from documents and 
interviews with management. The data from the interviews is analysed in the 
following sequence:
1. Demographic and occupational profiling and grouping of interviewees
2. Pre-determined structures suggested by the literature
3. The loose framework of issues determined before the interviews
4. Other issues generated by the interviewees
5. Development of the issues
6. Emergent links between issues and categories
130
Findings from the semi-structured interviews
6.1 Background to Hotel A
The Hotel company 1 hotel where the interviews took place (called Hotel A) is 
located in Torquay, Devon. It was constructed in 1866 and has 152 bedrooms with the 
facilities that are associated with its five-star grading, including 24 hour room service, 
à la carte restaurant, leisure facilities with swimming pools. The hotel caters both to 
the leisure and business market and is attempting to increase its conference business 
out of the summer tourist season.
At the time that the fieldwork took place, the hotel’s espoused personnel and training 
vision was as follows:
It is our goal to consistently provide the best 
possible service to our internal customers. Our 
aim is to be the employer o f choice by dedicating 
time and energies to the development and well­
being o f  our colleagues through communication, 
support, training and professionalism. In this, we 
commit to being approachable, objective, 
resourceful, creative and energetic.
Appendix 6 shows the organisation chart of Hotel A at the time of the fieldwork, with 
its traditional functional and hierarchical structure. Reporting to the General Manager 
are nine members of the Executive team either involved with general management or 
responsible for the following six departments of functions:
1. Health and Fitness Club: swimming pools, sauna and gym
2. Front of House: reception, reservations and concierge
3. Back of house: kitchen, wash-up and stores
4. Sales and marketing: of all the hotel’s services
5. Maintenance: maintenance of existing facilities and new projects
6. Food and beverage: Restaurant, Brasserie and banqueting
Seven of the Executive team were interviewed in addition to the General Manager, 
which represents 80% of the population of the Executive team. At the next level are 
16 Heads of Department or Supervisors, 8 of who were interviewed, or 50% of the 
population.
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6.12 Interview approach
As outlined in chapter 5 (5.32), the general interview guide approach (Patton 1990) 
was adopted to ensure flexibility, informality and some structure. The researcher tried 
to put interviewees at their ease and that they were able to influence the pace and 
content of the dialogue. Questions were not posed in any particular order in an attempt 
to give the respondents space to develop themes and issues that they felt to be of 
importance. Spradley (1979) describes these as descriptive or ‘grand tour’ questions. 
Recapping, the set of question prompted by the literature were as follows:
1. The meaning of teamworking to the respondent and its perceived importance to 
his or her job performance.
2. The way that teamworking affects the respondent and issues or problems that arise 
from it.
3. Ways in which teamworking might be improved.
4. Other related issues that were felt to be important to interviewees
The interviews were tape recorded and transcribed to facilitate in-depth analysis (see 
5.33).
6.2 Analysis of Interviewees
The first stage in analysing the data was to generate a profile of the 19 interviewees in 
Hotel A by gender and by job function. Medlik and Airey (1978: 160-1) suggest that 
the following eight categories of occupation might be observed in any hospitality unit:
1. Managerial (Manager)
2. Food preparation and cookery (Food prep)
3. Food service (Food service)
4. Bar service (Bar service)
5. Domestic (Domestic)
6. Uniformed staff (Uniform)
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7. Clerical and commercial (Clerical)
8. Miscellaneous (Mise)
The figures in brackets denote the abbreviations used in the study. This categorisation 
was applied to the interviewees under the title of Job (1). Hales’ (1991) study of 
occupational mapping in hospitality establishments suggests the lack of credible 
functional taxonomies, so a second functional classification was developed by the 
researcher using four categories to reflect the extent to which interviewees had 
customer contact and managerial responsibilities.
Table 6.1 A taxonomy of hotel job functions
Job category Criteria
Front Most of job spent in customer contact e.g. reeeption, restaurant, 
guest services
Back ‘Behind-the-scenes ’ workers in production, secretarial or 
administrative roles. Little contact with the ‘final’ customer
Support Employees who support the work of others, including maintenance 
and housekeeping jobs. Some customer contact
Managers Those workers who have the task of co-ordinating and planning 
unit activities and whose work cuts across the other three 
categories. Contact with both staff and customers
This suggested taxonomy is titled Job (2) in the study.
Table 6.1 offers a taxonomy developed from the literature that takes account of the 
level of customer contact and provides another basis for comparing what respondents 
do with what they say. In this taxonomy, the respondent functions are more evenly 
balanced.
6.21 Interviewee profiling categorisation
The taxonomy set out in table 6.1 was applied to the 19 respondents in Hotel A and 
the result is shown in table 6.2.
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Table 6.2 The functional taxonomy applied to respondents in the study
R e sp o n d e n t
n u m b e r
G e n d e r
(Male
Female)
J o b  t it le T e a m J o b  (1 ) J o b  (2 )
1 M H ealth  and  F itn ess C lub M anager E x e c M ise Front
2 M Front o f  H o u se  M anager E x e c C lerica l Front
3 M D ep u ty  H ealth  and F itn ess C lub  
M anager
H O D M ise Front
4 M E x e cu tiv e  C h e f E x e c F o o d
prep
B a ck
5 F C o n feren ce  and B anq ueting  
Secretary
H O D C lerica l B a c k
6 F R o o m s Y ie ld  M anager H O D C lerica l B a c k
7 M R estaurant M anager H O D F o o d
serv ice
F ront
8 F E x e cu tiv e  A ssista n t M anager E x ec M anager M anager
9 F S a le s and M arketing M anager E x e c C lerica l B a c k
10 M M ain ten ance  M anager E x ec M ise Support
11 F G eneral M anager E x e c M anager M anager
12 F L in e  s ta f f O ps B ar
serv ice
Front
13 M L in e s ta ff O ps F o o d
serv ice
F ront
14 M A ssista n t F o o d  and B ev era g e  
M anager
H O D F o o d
serv ice
F ront
15 F Sen ior  H o u sek eep er H O D D o m e stic Su pport
16 F P erson n el A ssista n t O ps C lerica l B a c k
17 F Stores M anager H O D C lerica l B a c k
18 M H ead  C on cierge H O D U n ifo rm F ront
19 M F o o d  and B ev era g e  M anager E x ec M anager M an ager
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6.22 Profiling by gender
There were almost exactly even numbers of male and female interviewees as shown in 
figure 6.1.
Figure 6.1 Interviewees profiled by gender
Interviewees by gender
Female
47%
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6.23 Profiling by team role
Secondly, the interviewees are profiled by the team that they claim to belong as shown 
in figure 6.2. These teams often attend periodic meetings such as called for 
executives, heads of department or food and beverage staff.. There were equal 
numbers of middle and lower management (8 each) and only 3 (16%) were 
represented by operational staff. This may represent an imbalance of roles, but those 
who participated in the study volunteered to so and this may explain the high 
proportion of managers in the sample.
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Figure 6.2 Interviewees profiled by team
Interviewees by team
Exec
HOD
6.24 Profiling by Job (I)
The Medlik and Airey taxonomy showed representation in each category, with most 
(6) interviewees engaged in clerical activities as shown in figure 6.3.
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Figure 6.3 Profiling by Job (1)
Interviewees by job (1)
M ise
16%
M a n ager
16% F o o d  prep  
5%
Clerical
32%
F o o d  serv ice  
16%
U niform ed
5%
D o m estic
5%
Bar sei-vice  
5%
6.25 Profiling by Job (2)
Finally, the interviewees were profiled by the suggested Job (2) taxonomy and, as 
shown graphically in figure 6.4, 8 (41%) could be placed in the Front category with 6 
(32%) in Back, 3 (16%) as Managers and 2 (11%) in Support roles. This suggests a 
high level of customer contact by interviewees that may reflect in the answers given.
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Figure 6.4 Profiling by Job (2)
Interviewees by job (2)
Support
20%
Front
Manager
20%
6.3 Profile by pre-suggested issues
All 19 interviews were transcribed and explored using search facilities within Microsoft 
Word and using NUD-IST and a method for rapid text searching. The questions
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6.31 Importance of teamworking
Most of the interviewees expressed the view that teamworking was important to them, 
but its importance varied according to their job. For example, members of the 
Executive team related the importance of teamworking to planning (Respondent 10) 
or the achievement of objectives (Respondent 8), whereas some heads of department 
related teamworking to accomplish operational tasks.
The description given by respondent 5 (an administrative employee) was;
“Team is not just one, i t’s a number o f people all working together and 
communicating with each other, not just within the team hut communicating 
to the s ta ff’.
6.32 Perceptions of the nature of teamworking
This divergence of views was also shown when interviewees explained what 
teamworking meant to them. For Executive team members, teamworking is expressed 
as a management process that includes delegation:
“Because I  can’t do the job on my own ” (Respondent 4, Executive Chef)
Concerning departmental co-operation and communication. Respondent 19 (Food and 
Beverage Manager) commented that the barrier between kitchen and restaurant can be 
reduced:
“I f  you get the Restaurant Manager to believe in what the Chef does and 
vice-versa, they have respect for each other in their roles
For some heads of department, teamworking is represented by the absence of 
problems.
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The Executive Chef (Respondent 4) suggested that, at its best, teamworking is:
“When everything goes smoothly, everything gels, everything just runs very 
organised..no hiccups, when I  can actually stand back and see it run without 
me actually having to get involved with every single issue and I  can let the 
team run it”.
Some respondents characterised teamworking by friendliness or camaraderie. 
Respondent 9 (Sales and Marketing Manager) perceived camaraderie as a way to:
“Understandeach others objectives”.
The Conference and Banqueting Secretary (Respondent 5) explained said:
“Because we are really close together, we share things and can hear each 
others telephone calls ”.
The issue of camaraderie and teamwork was also stressed by the Senior Housekeeper 
(Respondent 15) who said that members of that department were good friends and 
that:
“I f  it wasn Y for that, because o f the hard work and the amount o f  rooms 
they clean, i f  it wasn Y for the teamwork I  don Y think it would work”.
6.33 Problems which constrain effective teamworking
Effective teamworking was perceived to be constrained by people skills and 
motivation as well as by the effectiveness of some internal processes, such as training, 
recruitment and communication. Ineffective working was equated with conflict and 
this will be described fully in 6.45. The General Manager (Respondent 11) thought 
that ineffective teamworking shows up in inconsistent service quality caused by:
“Lack o f training, lack o f the right people, the people who are motivated in 
their work, people who have a smile on their face ”.
141
Findings from the semi-structured interviews
This feeling was echoed by one food and beverage employee (Respondent 13) who 
said that problems were caused by:
“Not getting the small things sorted out properly”
This problem was felt to be due to a shortage of trained staff. Some respondents 
related the scale of problems to the size of the unit and degree of specialisation.-
“The bigger the place, the worst, because the departments are so much 
bigger”
(Respondent 1). Respondents said that the seasonality of their trade added to their 
problems of recruitment and training. There was a perceived need to cope with the 
demands of the season reactively, when planning becomes impossible.
6.34 Proposed solutions
Management perceived solutions to teamworking problems to lie with better planning 
of training, recruitment and communication:
“7b air out the concerns'’' (Respondent 19)
Some frustration was expressed by members of the Executive team at having to spend 
time in dealing with complaints caused by ineffective systems that were the under the 
control departmental heads. The Executive Assistant Manager who had responsibility 
for recruitment (Respondent 8) felt the need for more multi-skilled and resourceful 
staff who:
“Can figure out where to go, who can solve problems and take the 
initiative
Other management also expressed concern about the limited skills of some 
employees, while staff felt that problems should be sorted out by management: The 
Personnel Assistant (Respondent 16) accused some managers o f ‘fire-fighting’:
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“They just shelve the problems saying come back later...then they will have 
two days o ff and things are really exploding by this time ”.
Operational staff complained of low morale due to pay:
"'"Make the rewards equal" (Respondent 18).
Possible solutions were performance-related pay and socialisation:
“I f  we run a social event for the team, lets run it well by putting time and 
money towards it and show its not a one off. So what i f  i t ’s the height o f  the 
summer ”.
(Health and Fitness Club Manager, Respondent 1).
This need for socialisation was echoed by the Deputy Health Club manager 
(Respondent 3) who suggested that atmosphere was linked to socialisation and the 
Social Club facility at Hotel A:
“At my old hotel it was nothing like that. The only time they saw each other 
was at work, so stressed out and no time to sit back and socialise ”.
This view was, however, not shared by the Executive Chef (Respondent 4) who felt 
that he saw enough of some of his colleagues at work and that leisure time was for the 
family.
Staff shortages might be overcome by better inter-departmental co-operation, 
especially in the food and beverage area, but this was not welcomed either by staff or 
supervisors. Although technology was seen by some managers as a solution, this was 
not shared by all:
“I  see people who come from other hotels which are more high tech and 
they seem to have so many problems. (Respondent 17)
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6.4 Other issues raised by interviewees
The issues raised most by the interviewees were communication and customer 
complaints. Communication was mentioned by 9 respondents and was seen as both as 
a problem and a solution, particularly by staff lower down the hierarchy. 
Communication was mentioned by only 2 of the 7 members of the Executive team, by 
3 of the 7 heads of department, but by 4 of the 5 members of the food and beverage 
team.
Communication was said to represent the:
“Key to that (teamwork) ” (Respondent 1).
People should be developed through:
''Constant communication" (Respondent 8).
Staff in housekeeping (Respondent 15), personnel (Respondent 16) and food and 
beverage operations felt that the hotel suffered from a lack of communication that 
affected their jobs:
“It boils down to communications”. (Respondent 13)
Eight of the nineteen interviewees brought up the subject of guest complaints, 
suggesting that performance in a five-star hotel is judged on the basis of customer 
feedback:
“I  think we have already got more consistency than last year by the 
reduction in complaints ”. (Respondent 7)
“Hotel company 1 used to grade you on the number o f  complaints you 
received”. (Respondent A)
In turn, the Maintenance manager (Respondent 10) felt that the General Manager 
judged his performance in terms of guest complaints. Some interviewees related the 
level of complaints to the physical facilities of bedrooms and the leisure facilities:
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“We get loads o f complaints about poor decoration in the room, standards 
o f upholstery in the room, mini bar not working, etc., etc. I  am judged on the 
amount o f  guest complaints to a certain degree and physically for what he 
sees as well”. (Respondent 10)
“Hopefully they won’t complain so much with the refurbishment”. 
(Respondent 1)
For other respondents, complaints represented a waste of time:
“I  was upset that this guy who had spend 40 minutes with me on an issue, 
and after that another guy complained and I  utterly failed to solve this 
because the guy didn’t listen to me and I  was very frustrated by this”. 
(Respondent 11)
Four interviewees thought that some regular guests were:
“Professional complainers” (Respondent 15).
These customers were felt to use the complaint's procedure to their advantage:
“A lot o f  the guests do complain a lot because they know the system., they 
know that i f  they complain a lot they are going to get something o f f ’. 
(Respondent 13)
Another often-raised issue was that of conflict and this was represented as behaviour 
that is the opposite of effective teamworking. Respondents reported the following 
types of conflict in Hotel A:
1. Conflict within departments (internal teamwork)
2. Conflict between departments (external teamwork)
3. Conflict between staff and managers
4. Conflict between staff and customers
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6.41 Conflict within departments
An example of the first category of conflict within departments is in the Food and 
Beverage department. Respondent 14, the Assistant Manager of that department 
admitted:
“We are one department, we all work in the same area. I f  I  ask the 
Restaurant Manager for help I  will get the youngest, most inexperienced 
people to help and they are no good to me. We don Y move as one ”.
This causes some frustration for some staff. The Executive Chef (Respondent 4) 
claims that
“They do not react to business demands ”.
Similarly, the Head Concierge (Respondent 18) describes the Food and Beverage 
attitude as:
“That’s my job...and that’s what lam  going to do ”.
6.42 Conflict between departments
The word ‘department’ was much used by the respondents as representing their team 
at work. Communication between departments often worked best in an informal way:
“The internal grapevine is the quickest thing on earth”. (Respondent 1)
The Sales and Marketing Manager (Respondent 9) reported poor communication and 
conflict between those booking conferences and those carrying them out and this was 
supported by the Conference and Banqueting Secretary (Respondent 5). Nevertheless, 
some departments were said to work together well. Respondent 18 said:
“The front o f house works very well.the relationships between the 
reception, housekeeping and the porters is not bad”.
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6.43 Conflict between staff and managers
Although there was some conflict reported between departments, the Sales and 
Marketing Manager (Respondent 9) felt that:
“Staff are very friendly with each other whichever department they are in.. 
and they are always quite worried about dropping the other department in 
the mire ”.
While applauding employee loyalty. Respondent 9 said that:
“They won Y tell on each other which Ifind  frightfully annoying because you 
can only go forward by constructive criticism ”.
Many of the managers felt that management is a difficult role. The Food and Beverage 
Manager (Respondent 19) complained:
“I  feel as though Vve just been spinning: reacting as opposed to being 
proactive ”.
There was a tension between the need for heads of department to spend their time in 
planning or in contact with customers. On the one hand. Respondent 14 (Assistant 
Food and Beverage Manager) said that:
“I  don Y feel that enough people are operative here. They are very good 
behind the scenes, pushing their departments, but this is a guest business. 
The guests are expecting to see us ”.
In contrast, the Stores Manager (Respondent 17) noted the difficulty in planning 
especially during the busy summer season, but remarked that:
“Lack ofplanning can be costly”.
This may suggest that those in the Job 2 categories of ‘Support’ and ‘Back’(see table 
6.1) have a greater perception for the need to plan, while those in the ‘Front’ category 
feel that customer contact is the primary priority.
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The complex role of management and its conflicting priorities causes managers and 
heads of department to take different views about managing people. While favouring 
empowerment of staff, The Executive Assistant Manager (Respondent 8) shows that 
firmness is sometimes necessary:
“There are some people who won Y get their finger out until somebody yells 
at them
The comments of the Sales and Marketing Manager (Respondent 9) imply that some 
managers are task-oriented and do not court popularity for its own sake:
“I t ’s not worried me that they have perhaps not liked me
On the other hand, heads of department may need to relate more personally with 
operative staff, perhaps because of closer relationships. The Senior Housekeeper 
(Respondent 15) said:
“I  think i t’s important for me to be popular and fi t  in with the team. I  am in 
a good team and surrounded by professionals and I  want to be part o f  that”.
This comment may suggest that supervisors and heads of department are natural team 
leaders who enjoy team relationships and feel protective towards team members. 
While supervisors and heads of department take and justify decisions in an operative 
team context, managers additionally take decisions alone or in peer groups.
6.44 Conflict between staff and customers
There was a perception of customer awareness, as may be expected from a hotel 
offering five star facilities and service and this was felt by most staff, whatever their 
level of customer contact as suggested by the Job 2 categorisation. Some staff said 
that this five-star rating was, in the past, associated with arrogance on the part of the 
hotel. This is reflected in Respondent 9’ comment that:
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“The hotel isn’t as arrogant as it used to he and prices are much more 
competitive
This view is mirrored by the General Manager’s (Respondent 11) comment about the 
changing perception of this ultimate accolade of hotel quality:
“What is five star. All five star is trying to do is to help us define a difficult 
thing. Five star used to he automatically associated with arrogance ”.
The changing needs of customers are characterised by the Executive Chef s 
(Respondent 4) views:
“They (customers) want more volume. They will fill up at brealfast, out all 
day and come back for dinner and go to bed. They are looking for value for  
money and i f  I  don’t give it to them they will let me know ”.
This view reflects the hotel’s sensitivity to complaints as reported in 6.45 and the 
potential for conflict between staff and customers. Further, some respondents felt that 
the hospitality industry was perceived badly by people in general and this affected the 
level of recruitment to the industry. The Executive Assistant Manager (Respondent 8) 
said:
“I  think that the hospitality industry has a bad reputation, so you need to 
develop people in this industry and introduce quality circles, team working, 
that kind o f thing”
6.5 Hotel company 2 and Hotel G
Having presented in depth interview data from a single hotel in the Hotel company 1 
group, this section seeks to test the validity of these perceptions against those of the 
Hotel company 2 organization which the literature search (section 3.6) identified as 
including teamworking initiatives in their strategic planning. Hotel company 2 
operates 31 hotels in the UK and in 1997 featured in the table of the largest groups of 
hotels in the UK (HCIMA 1998). Hotel company 2 operates a number of hotel brands 
and their teamworking strategies are presented through the following means:
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• An interview with the General Manager of Hotel G; a unit near a major 
international airport
• Personal observation and conversations with staff in Hotel G
• TCI interviews of the Hotel G management team (presented in chapter 8)
• Correspondence and conversations with the Managing Director of Hotel company 
2
• Document analysis of internal Hotel company 2 literature
• Analysis of published material about the company
6.51 Background to Hotel company 2 teamworking initiatives
In 1993, Hotel company2 launched the ‘Back to the future’ initiative aimed at 
improving customer satisfaction through addressing human resource issues. 
Rosamond (1997b: 7) suggests that this company formulated a four-year plan called 
‘Progrès’ in which:
“Individual empowerment was boosted through delayering, unnecessary 
bureaucracy was removed, and the company looked at how to encourage 
personal motivation and support career development through competency- 
based training”.
The interview with Hotel G’s General Manager (hereafter called Respondent 20) 
suggests that this strategy was formulated with a view to cost savings as well as 
differentiation against competitors. He stated that Hotel company 2 employs:
“Up to 25% less staff than our competitors, so we rely heavily on our s ta ff’.
The head office of Hotel company 2 developed a loose teamworking framework in 
consultation with unit General Managers, who are empowered to operate it in their 
own way at unit level. Respondent 20 commented ruefully that this process was a 
painful one:
“Originally I  found this to be uncomfortable because o f  the culture that I  
had been trained in; we don’t like change and UK managers have not got a
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Latin (French) style who say no to everything. We Brits say yes and mumble 
about it”.
This re-structuring can be explained (according to respondent 20) in the change from a 
hierarchical to a molecular structure that is designed around the centrality of the guest 
in Hotel company 2’s operations.
Figure 6.5 The Hotel company 2 molecular unit structure
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Figure 6.5 shows the diagram drawn by respondent 20 which aims at improving 
relationships with guests so that:
“We are only one step away from the guest so that, in practice, none o f  us 
can position ourselves away from him ”.
Hotel company 2 place an emphasis multiskilling because of their reduced staff 
numbers. This requires a degree of flexibility by management and staff to ensure that 
services are available as well as to cover shift duties. One example is Hotel G’s food
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and beverage services which operates all day due to the assistance provided by non- 
catering staff in the hotel.
Respondent 20 explained that the role of heads of department has been lightened to 
alleviate them of specific tasks where they may lack key skills. One example is the 
Chef who allocates the tasks of health and safety, hygiene and purchasing to other 
team members in order to concentrate on the key activities of team development and 
cooking. This seems to work well in Hotel G, but may prevent staff from returning to 
work in more traditional environment in which these peripheral skills are necessary.
Communication through daily, weekly and shift briefings was seen to be the key to 
communication in this Hotel company 2 unit and this verbal communication is often 
difficult because hotel workers are often practical and task oriented:
“L et’s just get on with it and do it”. Respondent 20
Respondent 20 admitted that this is time consuming but explained:
“Here we need (his emphasis) to communicate because o f  the consensual 
approach and that takes time when people ask why and we need to explain ”.
Hotel G monitors the teamworking climate in a number of ways. The first way is the 
‘open table’ technique in which selected team members are invited to lunch with the 
unit General Manager and are encouraged to discuss any items of concern that affects 
them or the team. Secondly, one formal appraisal is undertaken with every employee 
annually supported by another less formal ‘flash’ appraisal. The aim of the appraisal is 
to monitor performance and to allocate a bonus of up to 30% of salary which is judged 
against internal and external criteria. Finally, teams are encouraged to discuss issues 
using an internally devised tool called the’ Back to the Future Health Check’. A 
facilitator is nominated from outside the team to discuss the state of the team using ten 
criteria and judging each one an a three-point scale:
1. We are ‘there’
2. We are getting ‘there’
3. We are not ‘there’
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Source: Facilitators Notes to the Health Check.
The ten criteria are:
• Team satisfaction: pay, meals, training, fair treatment
• Guest satisfaction: feedback, guests returning, growing business
• Marketing actions: marketing plan, local trade, press visibility
• Condition of buildings and equipment: safety, maintenance
• Controlling our costs: efficiency, energy management, stock levels
• Respect: from management, co-operation, support from others
• Environment and ecology: waste, ‘good neighbour’
• Profit contribution: improvements, sales volumes
• School of life: training and career development
• Image: ‘Look’ of the hotel, respect in local community, pride in work
Responses to perceptions on each of these criteria are discussed, particularly outriders, 
and are input into a spreadsheet which provides a graphic interpretation in the form of 
a wheel that can be compared to previous ‘health checks’. This leads to the formation 
of a plan of action and the allocation of timescales and responsibilities for each action 
point.
Both the literature and the researcher’s investigations suggest that the positive effects 
of Novotel’s strategies include improvement in guest satisfaction and a reduction in 
internal conflict. Respondent 20 reports:
“I  have very few  relationship problems between kitchen and service teams. I  
haven’t got anyone drawing a line to say that you are a waiter o f a chef. I  
don V have any o f these problems and this creates team spirit”.
Respondent 20 admitted, however, that the negative effects included increased stress 
levels due to more empowerment and a problem in staff retention, especially at head 
of department level. Although teams are regarded as an asset in Hotel company 2, 
Hotel G had no specialist human resource staff to:
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“Look out for the team’s welfare
Hotel G had used cross-functional teams to sort out problems and Respondent 20 cited 
the example of an idea generated by this medium for the Tate host’ (duty manager) to 
complete ten face-to-face feedback questionnaires during a turn of duty. This idea 
enabled greater measurement of guest satisfaction as well as improving staff-guest 
relationships.
6.6 Conclusions
This section summarises the indicative findings from the study. The pre-suggested 
issues in the interviews reinforce the importance of teamworking at every level in the 
hotel, but show that it is perceived differently by managers and heads of department. 
Managers take a strategic view of the importance of teamworking to the achievement 
of objective while heads of department feel that teamworking is necessary to fulfil 
operational tasks. Respondents expressed the concept of teamworking in terms of 
communication, co-operation and camaraderie. Ineffective teamworking showed itself 
in inconsistent service quality, often caused by a shortage of trained staff, and this 
problem is exacerbated in a seasonal hotel such as Hotel A. While managers thought 
that teamworking could be improved through the better planning of recruitment and 
communication, operative staff mentioned intrinsic needs such as rewards and the 
need to socialise outside work with colleagues.
An analysis of the issues that were prompted by respondents suggests that the greatest 
causes of frustration at Hotel A are communication and guest complaints. Those lower 
down the organizational hierarchy were affected most by poor communication and 
this was often linked to customer complaints. There was a globally held view that the 
main output of effective working is customer satisfaction and a sensitivity to customer 
feedback, much of which was felt to be unfair or aimed at financial redress. Conflict 
was seen to represent the polar opposite of effective teamworking and was manifested 
internally and externally. There was conflict both with and between departments as 
well as between staff and customers and staff and managers. More effective 
communication was seen to be the general answer, but there were different
154
Findings from the semi-structured interviews
perceptions of how this could be achieved between groupings. For example, managers 
were conscious of the complexity of their role and displayed more task-oriented 
decision-making behaviour, regardless of how they may be perceived. In contrast, 
heads of department worked more closely with operative staff as leaders of functional 
groups. Communication with the customer was perceived to be important for those 
with high guest contact, but there was a tension with the need to plan rather than react. 
In summary, the conflicts in Hotel A act to the detriment of effective teamworking by 
constraining communication and co-operation between managers, staff and customers.
Teamworking in the Hotel company 2 group seems to be taken more seriously with 
the development of their ‘Back to the Future’ approach to human resource 
development. The analysis suggests that the company’s teamworking strategy can lead 
to lower labour costs and customer focus but there may be a price to be paid in staff 
retention, employee stress and management challenges.
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Chapter 7
Findings from the case studies of action research teams
7.0 Introduction
This chapter represents Stage III of the study and describes the findings for the action 
research project using the case study method. As suggested in chapter 5, the 
methodology that may best achieve the research aims is the interpretative case 
method, which seeks to develop relationships among variables and constructing 
theory. Merriam’s (1988) comment that that most case studies are a combination of 
description and interpretation or description and evaluation may apply to this study.
In an attempt to provide a ‘thick’ but ‘readable’ description of the case studies, 
Patton’s (1990: 377) framework for primary observational analysis was adopted, 
involving chronology, key events, observations, settings, people, processes and issues. 
This systematic approach assisted in the management of the voluminous data and the 
development of case records which Patton (1990: 386) describes as a:
“Primary resource package
The four case records in this study are a synthesis of data including field notes, 
documents and video footage as well as observations from participants, non­
participants and the researcher. Following the advice of Patton (1990) each case 
record is presented both chronologically and thematically in three parts. The first part 
provides a descriptive background, including direct quotations, which incorporates 
most of the criteria for primary observational analysis that are suggested above. The 
second part of the case record presents the issues identified during the meetings and 
the solutions suggested by the team members. Part three offers a critical evaluation of 
the action research meetings as a process and an explanation of those factors that 
contributed towards its comparative success. This evaluation synthesises observations 
of all the interested parties including academics, practitioners and the researcher.
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7.1 Background to the hotels
As submitted in chapter 5 (5.43), action research meetings took place in only four 
hotels: B, C, D and E and table 5.2 shows the timetable that was followed. There were 
26 individual action research meetings and one final meeting of team presentations 
that occurred from February to October 1997. All the participating hotels were, at that 
time, part of the X brand of Hotel company 1 and are located in the South of England. 
In-company romotional literature (1996: 8) describes X as:
“A unique collection o f distinctive hotels and traditional inns, each especially 
chosen for its character, its charm, its historical connections and the 
individuality o f its rooms”.
Of the other Hotel company 1 brands the X brand is the least distinctive. For example, 
another brand of the Company’s hotels is designed primarily for the motoring business 
traveller and yet another is described as offering
“The highest standards o f comfort and personal service ”
Hotel company I ’s website describes Brand X as:
“60 thoroughly individual hotels, from ancient coaching inns on village 
greens and market squares to former manor houses set in acres o f  landscaped 
gardens and Georgian terraces facing elegant promenades ”.
Brand X hotels are described as a “collection'' and are located outside of London in 
provincial England. In the 1996-1997 Company Leisure Breaks brochure, these hotels 
comprise almost exactly half (73/148) of the total UK hotel stock. Unlike many of the 
other hotels which are purpose built, most Brand X are older properties that have 
often been adapted to hotel use from large and imposing residential buildings. 
Accordingly, Brand X share few common features or facilities and some hotels suffer 
with the problems of flexibility and maintenance that are a feature of older properties.
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7.2 Hotel B
7.21 Descriptive background
Hotel B was built in 1735 as a manor house and is located near the centre of a town in 
the south-west of England. The hotel has 41 bedrooms, a restaurant and a bar as well 
as 2 lounges.
The first meeting took place on 16 April 1997 in a meeting room at Hotel C. In all, 7 
people attended including 6 participants and the researcher. Tea and coffee were 
offered and the meeting began with a talk from the researcher followed by the 
completion of the Belbin role questionnaires (Appendix 4). This caused a pause of 
over 17 minutes as the rather complicated scoring was calculated by respondents. An 
extract from the researcher’s field notes revealed an atmosphere of:
“Uncomfortable silence: ‘school-like’. I  fe lt nervous and this showed in my 
agitated body-language as Ifidgeted and waited for them to finish the form: it 
took much longer than I  thought. Some finished early and there was desultory 
conversation ”.
This was only the second of the action research meetings and each of the teams was 
proving to be different. Table 7.1 shows the profile of the respondents and the primary 
and secondary Belbin roles that were identified by the questionnaires.
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Table 7.1 Profile of Hotel B team
Identifier code Gender Job title Age range Belbin roles
B 1 F Bar Assistant 16-25 TW/CW
B 2 F Receptionist 26-35 TW/CW
B 3 M Waiter/Porter 16-25 TW/CW
B 4 M Sous Chef 26-35 Sh/TW
B 5 F Housekeeper 2&35 CW/ME
B 6 F Receptionist 26-35 CF/Pl
All of the team members agreed that their identified Belbin role fairly reflected their 
own perceptions. Team member B 6 commented that it was odd that her primary role 
seemed to be the opposite of her secondary role and that this, perhaps, reflected a 
complex personality. The balance of team roles lacked the clear leadership of a 
Chairman (Ch), the catalytic influence of a Resource Investigator (RI) and the hard- 
headedness of a primary Monitor-Evaluator (ME). Another criticism of the balance of 
this team (as suggested in chapter 3 and prompted by Belbin, 1981) is the shortage of 
team members with high mental abilities. The predominance of operational team 
members may account for this imbalance.
After an explanation of the role of the researcher in the action research process, the 
TCI questionnaires were distributed to audible gasps. Although not as complicated as 
the Belbin questionnaire, this activity caused another gap in the proceedings. 
However, the first meeting became more interactive and light as the respondents were 
asked to reflect for the next meeting about three issues that cause them problems 
individually. When asked to comment about the sessions as a force for change at 
Hotel B, team member B 4 suggested that there were resistances to change at the 
hotel. Warming to the subject, B 6 commented that the fiercest resistance comes from 
the Operations Manager:
“She (Operations Manager) has been there for so long and you can’t change
her mind”.
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Each team member made comments about the way they thought they were perceived 
by management and other departments. For example B 5 remarked that in the 
housekeeping department, they were:
“Forgotten about - there is no communication
B 4 bemoaned the lack of choice from the Hotel company 1 Central Stores:
“I  rang through my order the other day and the girl said you can’t have this 
and you can’t have that’; things like plum tomatoes, cheddar cheese and 
gammon steak I  just couldn’t get my head round them telling me that I  
couldn ’t have these things
B 6 and B 3 suggested that their restaurant training was not relevant to their actual 
work:
“It (the college restaurant) was supposed to be a real situation, but it was not 
at all”.
After the meeting finished (after 1 hour 27 minutes) the researcher reflected in his 
field notes:
“The session seemed (eventually) to go well - created a good rapport with 
team members, but talked too much; sometimes over their heads ”.
At the first meeting the researcher input the questionnaire data into the TCI software 
and sent each member a seven-page report on the climate in their team. As will be 
presented in chapter 8, the TCI findings for Hotel B compared unfavourably on each 
factor against the other teams and against norms. A comment made in the researcher’s 
field notes of the time questions whether this might be due to the team’s lack of 
obvious leadership, its configuration lacking Belbin Chairman or Plant, or perhaps 
that every member team was employed in an operative capacity.
At the third meeting, numbers had dropped to four, and the researcher asked the team 
to consider what solutions might be put into place. By this time, the researcher felt
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that there was a sense of negativity in the meetings that required more positive 
leadership:
“At this point I  became more confrontational because they were wholly 
negative - / pushed them to providing hard evidence so as to produce credible 
solutions
It emerged that team members felt a lack of confidence in Hotel B’s product:
“We had the AA inspector over not long ago and we only just scraped through 
on three stars
The hotel’s book of complaints was brought in to the meeting and discussions 
revealed that the hotel had no ongoing way of evaluating customer complaints. Most 
complaints concerned room standards, but there were others such as:
“We have complained in the past about the chef and this hotel, but he even 
beat his previous record o f  mediocrity”.
(Gasps fi-om B 4, the Sous-Chef).
The suggestion emerged that, at Hotel C, some of the staff had decorated the rooms 
themselves and this had improved standards. The Hotel B team suggested that a room 
of each type (single, double and twin) should be ‘done up’ and guests asked to 
comment on the newly decorated bedrooms. Perhaps regular guests could be offered 
an inducement (a bottle of wine?) to give feedback on standards and whether they 
might be willing to pay more to stay in a newly decorated room. The team felt that this 
would demonstrate to ‘those at head office’ that investment in Hotel B would reap 
benefits.
Another suggestion was floated that the team could visit the privately owned hotel in 
the town which they felt had taken much of Hotel B’s business, because the team 
knew little about it. This would be arranged at the next meeting. In the meantime, the 
team went with the researcher to see some of the dilapidated bedrooms and plan that 
could be worked upon. The team asked the researcher to speak to their new General
161
Findings from the case studies o f action research teams
Manager (who had recently been appointed as GM for both Hotels B and C) about the 
idea.
7.22 Issues
At subsequent meetings team members brainstormed the problems that they felt 
existed at Hotel B and which affected teamworking. They were written on a flipchart 
in the form of a ‘mind map’ and Figure 7.1 shows the range and complexity of the 
issues raised.
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The issues identified fell into the categories of money and investment and the minutes 
of the third meeting read as follows:
M o n e y
A  lack  o f  in vestm en t in  the h o te l has led  to  sh abb y and inadequate room s and th is, to geth er  w ith  
in su ffic ien t s ta f f  ca u ses custom er d issa tisfaction . T here w a s a v ic io u s  c ircle  in  w h ich  there w a s no  
in v estm en t in  the h o te l b eca u se  it w a s sub-standard and that cau sed  further deterioration  in  the property. 
T he team  su g g ested  an id ea  that th ey  co u ld , w ith  little  cost, dem onstrate that c o sm etic  room  
red ecoration  co u ld  su bstantia lly  im prove custom er sa tisfaction  w ith  that room . B  2  w o u ld  co -ord in ate  a  
plan  to  s e le c t  an appropriate room  and to  redecorate  it and w o u ld  present that p lan  to  the G M  n ex t  
W ed n esd a y  2 5  June. T h e G M ’s reaction  to  the id ea  w a s that it co u ld  w ork , i f  it w ere  p lan n ed  ca refu lly  
u sin g  sim ilar  ex p erien ces at H o te l C. In addition , the group w o u ld  p a y  a v is it  to  the co m p etitor  h o te l  
and lo o k  at its fa c ilitie s .
P e o p le
P eo p le  prob lem s in c lu d ed  a la ck  o f  com m u n ication  and ‘c liq u es’ and a ‘them  and u s ’ situation  in  the  
h o te l. T h e team  su g g ested  that there w as a n eed  for  m ore m eetin g s so  that th ey  co u ld  b e  better in form ed  
about essen tia l inform ation , but that th is w a s d ifficu lt to  cover . Perhaps m ore m eetin g s w ith  s ta f f  m ig h t  
hap pen  w ith  greater m anagem en t support. P rob lem s o f  co v era g e  and serv ice  standards m ig h t b e  
im p roved  w ith  m ore m u lti-sk illin g , but th is n eed ed  to  b e  m ore equ itab ly  lin k ed  to  rew ards and  
q u a lifica tion s. T ea m  m em b ers w o u ld  ea ch  lo o k  at w a y s in w h ich  th ey  m ight crea tiv e ly  im p rove  th ese  
issu es  in  their  departm ent and w o u ld  report back  at the n e x t m eetin g .
All of these issues were ineorporated into a relationship diagram that shows the two 
main problems and the frustrations caused to staff as well as links to customer 
satisfaction. This relationship diagram is shown in figure 7.2.
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Figure 7.2 Relationship diagram of the perceived problems and their effects 
at Hotel B
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7.23 Process evaluation
Although the researcher felt that a rapport had been established with members of team 
B, the team were unable to complete their task and submit a final written report. In 
some ways, this was a result of unfortunate circumstances: after the sixth meeting in 
June, a further meeting was cancelled due to the tragic death of a young member of 
staff. After then, it became impossible to gather the team members together in the face 
of increased business and staff shortages, despite continual badgering by the 
researcher.
The failure to complete may also be due to the configuration of the team, especially of 
a lack of leadership and confidence. Despite their feelings of frustration at the lack of 
investment in Hotel B, all the team members occupied operational roles and no natural 
leader had emerged. All members except B 4 were either Belbin Team (TW) or 
Company workers and B 4 (Plant) had attended fewer meetings as time went on (see 
table 7.1). In a sense, the researcher had to provide more direction for this group than 
for any other:
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“1 needed to be pushy because they were not”.
Perhaps this failure to take control and grasp opportunities for empowerment is a 
typical characteristic of British operational staff who are comfortable to be led, rather 
than lead. This may also account for the perceived gap that exists in some hotels 
between employees and managers and, perhaps the tendency for some hotel managers 
to display an authoritative management style.
7.3 Hotel C
7.31 Descriptive background
Hotel C is more modem than other hotels of the brand, being built in 1969 and having 
changed brands twice since then. According to the Hotel company 1 Leisure Break 
brochure (1996), this hotel:
“Is set in four acres o f landscaped gardens on the town’s outskirts and there is 
a golf course and swimming pool nearby”.
The hotel has 48 bedrooms and 11 family rooms as well as a restaurant, bar, lounge 
and croquet lawn and putting green in the grounds.
Table 7.2 Profile of Hotel C team
Identifier code Gender Job title Age range Belbin roles
C 1 F Receptionist 16-25 CW/Pl
C 2 F Accountant 36-45 CF/RI
C3 M Kitchen Porter 35-45 CW/Sh
C 4 M Waiter 16-26 CW/TW
C5 F Receptionist
(PT)
36-45 TW/CW
C 6 F Trainer (PT) 26-36 Sh/CW
C l F Housekeeper 26-35 Sh/CW
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Table 7.2 shows the profile of that team C is predominantly female and operational, 
with a balance of front of house, food and beverage and support staff. Belbin roles 
were also balanced, but there was potential for a clash of the two Shapers (CF) in the 
team. There was no primary Plant to provide ideas nor an Chairman to supply 
leadership. From the outset, the two Shapers (C 6 and C 7) made their presence felt. 
Both were experienced females who played key roles in the running of this small hotel 
and they showed that they were confident enough to state their views to a stranger (the 
researcher). C 7 gave the impression of enthusiasm and co-operation, but C 6’s 
attitude and body language at early meetings was defensive. An extract from the field 
notes read:
“C 6 sat with arms folded staring into space and avoiding eye contact - was 
she bored or even committed to this process?
When asked about whether she felt that these meetings could be useful, she replied:
“They could be useful but I  am just cynical about things changing...lots o f  
work to be done ”.
This attitude could have been caused by uncertainty, because the second meeting at 
Hotel C took place on the day following the announcement by the Chief Executive of 
Hotel company 1 Hotels Division about unit re-clustering. At that meeting the (then) 
General Manager of Hotel C took the opportunity of talking to the team about how 
‘recent events’ would affect them. He said that from April 4 Hotel C would form part 
of a cluster of hotels of all brands. The GM admitted that Hotel C suffered from an 
identity problem and that both Hotels B and C were currently on the parent company’s 
disposal list. He reassured staff that:
“In the event o f disposal, all staff will continue to be employed by the new 
owners, regardless o f whatever happens to me, so you have nothing whatever 
to worry about”.
This remark underlined the preeariousness of his own managerial position which, at 
the time, was uncertain. In the event, he took over as General Manager for Hotels B 
and C, which are located only five miles apart.
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In general, the quality of discussion at Hotel C’s meetings was high and, the 
researcher’s field notes after the final meeting read:
“This was the best discussion I  have had so far  - they really seem to 
understand how things work in their hotel and what they needed to improve
It is interesting to note that the Hotel C team was the only team which did not change 
in composition during the course of the study. In the other three hotels studied at least 
one team member either changed their job or left the hotel in that period of February 
to October 1997. A telling remark was offered by C 7 at the final meeting:
“I  can Y stand my job: I  only stay because o f the people
This reflects the perception of ‘family’ pervading this hotel, described by the team as a 
‘mini-culture’ which excludes outsiders and develops insiders. Such a culture may be 
described by Janis’ (1972) term ‘groupthink’, in that the notion that the group is so 
powerful that they influence the thinking process of group members, but in this case it 
seems to work to the advantage of both individuals and organization.
7.32 Issues
From the early meetings, team C seemed to show a clear understanding of the 
problems that they faced and ways in which those problems should be addressed. 
From the researcher’s viewpoint this seemed to be because of clear-thinking 
leadership by key team members (especially C 7, C 6 and C 2). Issues were identified 
more quickly that with other groups and, once again, the brainstorming exercise was 
recorded in the form of a’mind map’ which is shown in figure 7.3
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At the fourth meeting, C 5 expressed the view of other team members by remarking 
that the process was too negative because:
“We have got a lot o f good things going here too
Team C’s final report (Appendix 7) reflects this feeling with the comment:
“We decided that many o f these were not an issue as they did not effect (sic) 
the running o f  the hotel and the morale o f the staff and therefore decided not 
to dwell on the negatives as we had no control over them
Further exploration of this statement revealed that team members enjoyed their jobs 
and socialised with each other outside work. Their comments are captured in this 
extract from the minutes of that meeting:
T eam  m em b ers fe lt  that the prob lem s o f  e ffe c t iv e  w o rk in g  at (H o te l C ) con cern ed  th e  p r o v is io n  o f  
train ing, w h ic h  can  g iv e  s ta f f  co n fid en ce  to  dea l a ll asp ects o f  their w ork . T h ey  fe lt, h o w ev e r , that there  
w ere  m a n y  p o s it iv e  in flu en ces at the h o te l and that th ey  lik e  w o rk in g  there, d esp ite  th e  p o o r  w a g e s .  
S ta f f  h e lp e d  ea ch  other out, e v en  i f  it w a s n o t their jo b . W hen  p ressed  b y  H adyn , th e y  th o u g h t that th is  
c o u ld  b e  due to:
A  g o o d  a tm osp here o f  team w ork in g  
K n o w in g  ea ch  o ther’s strong poin ts
R e lia b le  p e o p le  in  k e y  p o s itio n s  w h o  did  m ore  than  w h a t w a s required  
Support from  a re la x ed  G M  
A ll  lo ca l p e o p le  w h o  stayed  or cam e back  
A  ‘fa m ily ’ atm osp here in  w h ic h  s ta ff  cared for  ea ch  other  
M u lti-sk illin g : persona lity , m o tiv a tio n s or sk ills?
S m all s iz e  o f  h o te l a ssists team w ork in g
The team felt that the issues identified were interrelated and formed a pattern as 
shown in figure 7.3
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Figure 7. 4 Relationship diagram between the problems identified at Hotel C
Time Resources Training
Quality of staff
MotivationCommunication Teamw o^rk
Standards
i
Customer 
satisfaction
It is interesting to note that these issues can be related closely to the systems diagram 
shown in chapter 3 (figure 3.3). Inputs to the system are identified as quality of staff 
which are affected by time, resources and training. The factors that makes teams work 
effectively are the throughputs of communication, motivation and teamwork; all of 
which affect the desired outputs of standards and customer satisfaction. This suggests 
that the model identified by Ingram et al (1996) has some relevance to ‘real world’ 
teamworking in hotels.
Having identified the key issues, team C suggested that teamworking in the hotel 
would be optimised when it had:
1. Fully-trained staff all year round
2. Sufficient staff coverage
3. Heads of department with time to manage
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4. Clear and understandable standards
5. A fair pay structure
6. Adequate resources for training
7. Payment for attending training sessions
The Hotel C team felt strongly that training was the answer to their problem but were 
realistic enough to realize that, in the organizational climate of that time, extra 
resources would not be made available for training. They were aware that solutions 
needed to be within their own remit and decided that the re-clustering could work to 
their advantage by improving local networking. Team members decided to pilot a ‘job 
swap’ scheme in which a Chambermaid would work for a week in Hotel B. This had 
the result in improving this employee’s motivation and positivity of attitude. Other 
successful ideas were to combine with other hotels in the cluster to reduce the costs of 
health and safety training and to produce an induction manual for heads of 
department. The team concluded in their report that:
“We are much better o ff than maybe we first realised...we feel we have 
achieved positive results that we can take back to the hotel and implement”
7.33 Process evaluation
The members of the Hotel C team seemed to enjoy the collective and social process of 
meeting together and solving problems in a group context, but found it difficult to 
attend meetings. The meetings were very well attended, even though the key members 
C 5 and C 6 were employed on a part-time basis. In general, there was a high standard 
of discussion, displaying mature and positive behaviour with support for other team 
members. This support is shown in the frequent use of the word ‘we’ when describing 
both the hotel and the team. Other evidence of ‘groupness’ is shown in the 
conspiratorial grins exchanged between team members as seen in video replays. 
Feedback from the group is summarized in this extract from the minutes of the final 
meeting:
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F e e d b a c k
M em b ers sa id  that the m eetin g  w ere  u se fu l, bu t so m e  fe lt  that th ey  w ere  n o t sure at first about w h a t they  
w ere  d o in g . It w a s hard to  fin d  tim e  for  the m eetin g s  but th ey  h e lp ed  to  g e t  th in gs d o n e  and  m a d e  the  
m em b ers rea lise  that w o rk in g  at (H o te l C ) w a s  n ot so  bad!
Although the Belbin questionnaire showed that there was no natural Chairman, there 
was enough mutual support and mental ability in the group to overcome this 
deficiency, and Belbin cites this flexibility as a characteristic of effective teams. It is 
interesting to note that the two male team members (C 3 and C4) played only a small 
part in contributing to discussions. Feedback given by C 3 at the final session 
suggested that these team members may have been intellectually unable to grasp the 
process as explained by the researcher:
“la m  only a country boy and you talk too quickly”.
This fault may be laid at the feet of the researcher but there was also a perceived need 
to ensure that the other more intellectually-gifted team members did not become bored 
with the proceedings.
Although the group were diligent in attending and said that they enjoyed the process, 
there was a confidence that they were aware of their own problems and the solutions. 
C 6 eommented cynically:
“We have got there ourselves eventually”.
C 2 echoed this statement by saying:
“Maybe we would have done these things anyway, but it gave us a reason to 
do them as quickly as we could”.
In summary, the process of action research meetings at Hotel C was, in general, 
perceived to be a success as the team displayed supportive and mature behaviour as 
well as identifying realisable goals and possible solutions.
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7.4 Hotel D
7.41 Descriptive background
Hotel D is located in a county town and is described in the 1996 Hotel company 1 
Leisure Breaks brochure as:
“Decorated in the Georgian style, this modern hotel with excellent facilities is 
located in the city centre near the cathedral”.
It has 105 bedrooms and 5 suites and features a bar, restaurant, lounge, leisure club 
with swimming pool, saunas, solarium and gym. There is 24 hour room service in the 
bedrooms.
The Hotel D team was the largest in the study with 12 members. Although balanced in 
terms of gender, this team contained the highest proportion of department heads and 
managerial staff. Table 7.3 shows the potential role problems of two Chairmen, both 
in managerial positions, the lack of a Plant and two shapers in the team.
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Table 7.3 Profile of Hotel D team
Identifier code Gender Job title Age range Belbin roles
D 1 F Receptionist 16-25 CW/TW
D 2 M Operations
Manager
26-35 Ch/TW
D 3 M Reception
Manager
36-45 Ch/Sh
D 4 F Accounts
Clerk
26-35 TW/RI
D 5 F Wages Clerk 26-35 TW/CW
D 6 M Chef 26-35 Sh/TW
D 7 M Restaurant
Manager
46-55 Sh/TW
D 8 F Room maid 36-45 TW/CW
D 9 F Assistant
Housekeeper
46-55 TW/CW
D 10 F Conference
co-ordinator
2&j5 CW/CF
D 11 M Head Chef 36-45 TW/Ch
D 12 M Sous Chef 2645 CW/Sh
From the outset, team C appeared to be cheerful, lively and humorous group who were 
eomfortable with each other in the meeting situation. An extract from the researcher’s 
field notes reads:
“Practical, task-oriented people - not good at sharing information, hut feel 
reasonably safe with each other - is that because they meet regularly with the 
s e e  (Staff eonsultative eommittee)?”.
At that time. Hotel D was involved in seeking the Investors in People (IIP) 
accreditation and the IIP assessment of September 1996 concluded that it was satisfied 
or partially satisfied with every aspect of people management except one:
“Objectives set for training and development actions at the organisation, team 
and development level”.
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The final report (Appendix 8) firom team D suggests that:
“Communication and team working are vital to this process
7.42 Issues
The issues were debated at a lively brainstorming session and they are shown in the 
form of a ‘mind map’ in figure 7.5.
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The issues were summarised in this extract from the minutes of the third meeting:
T eam  m em b ers fe lt  that the p rob lem s o f  e ffe c t iv e  w o rk in g  at (H o te l D ) co u ld  b e  su m m ed  up  in  three  
m ain  areas:
Staff: Shortage o f  sk illed  s ta f f  b eca u se  o f  poor  w a g e s  and the u n m et ex p ecta tio n s o f  n e w
staff. Shortage o f  train ing leads to  s ta f f  turnover and p o o r  standards 
Communication P ressure is ca u sed  b y  m isun derstand in gs, lo st/m is la id /la te  m e m o s , n o t k n o w in g
g u e st requirem ents.
Internal T argets/b udgets are n o t ach iev a b le  and h ea d  o ff ic e  sh ou ld  do  m o re  straight ta lk in g
so  that p e o p le  k n o w  w h ere  th ey  stand. T here is a  percep tion  o f  sh ort-term ism  to  
p le a se  shareholders
A ll  o f  th ese  p rob lem s seem  to  b e  related  to  each  other and form  a v ic io u s  c ircle  that is  d iff icu lt  to  break  
as sh o w n  in  th e  d iagram  b e low :
M o n e y
W a g e s
S k illed  
s ta f f
S a tis fie d  
cu sto m ers
I f  there is  n o  m o n e y  to  p a y  fair w a g e s  the h o te l w il l  b e  un ab le  to  em p lo y  th e  sk illed  s ta f f  it n e e d s  to  
sa tisfy  th e  custom ers and  so  earn p rofit for  the h o te l’s im p rovem en t and for  sh areholders.
S h areh o ld ers
Profit
During the course of the action research meetings, team D converted this vicious 
circle into a virtuous circle (shown in figure 7.5) which is primed by increased 
investment and sustained by a combination of selection, training reward and 
communication strategies.
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Figure 7.6 The virtuous circle identified by the Hotel D team
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The Hotel D report (Appendix 8) concluded that the solution lay in three main areas:
1. Maintaining staff attitudes by looking after people through training
2. Ensuring the effective flow of communication and raising morale through 
socialisation
3. Simplification of the budgeting process, making it more of a incentivised 
challenge and a basis for inter-departmental competition
These suggested solutions reflect the high membership of senior staff, including 
managers and heads of department. It is interesting to note that they felt that an 
increase in resources was the way to break the vicious circle affecting their hotel. 
Although there was an acceptance that young recruits were not attracted to the 
industry because of its poor image (“give us some interviewees”), the team also 
realised that many heads of department were given no formal training in effective 
employee selection. The suggestion was offered that interviews should be undertaken 
by pairs of department heads and this would assist in inter-departmental co-operation
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and understanding. This prompted the suggestion that one person should co-ordinate 
job applications as no one person undertook this role in Hotel D. This prompted a 
cynical comment by D 11 that:
“I  have been with this company for over twenty years and I  have seen the ball 
go round”.
Nevertheless, the upbeat final comment in their report was:
“Shoot for the stars and we may reach the moon ”.
7.43 Process evaluation
The team feedback from this process was generally favourable, but some members 
offered some constructive feedback. Favourable comments included this by D 2:
“You can get some brilliant ideas from people who aren ’t involved day-to-day 
and who are nor cluttered by the problems ”.
D 12 commented that sessions such as these were:
“Good for you future. They give you more insight into changing things in the 
future ”.
This comment suggests that team members felt that the action research meetings 
provided an opportunity for personal development. D 7 also remarked that:
“It's made us think”.
D 9 agreed with this statement, saying that much of the work in the hotel was done on: 
“Automatic p ilot”.
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Some members felt that they were unclear about the objectives of the meetings, but:
“Began to understand as we went along”.
The group commented that the original group size (12) was too large but that those 
who dropped out had the greater need to attend. D l l  suggested that the dropout rate 
might have been affected by too long a period between meetings that:
“We had forgotten by the next session and people got bored and wandered o ff 
a bit”.
Some team members would have like to have worked under an imposed structure that 
allowed some flexibility so as to focus discussions more efficiently. The researcher 
replied that the agenda and pace were theirs to control and he did not wish to impose a 
generic structure on their meetings. D 2 (Operations Manager) was sorry that:
“We didn V have more shop-floorpeople - i t’s become a senior thing”.
This accurately reflects the fact that it was largely operational employees who dropped 
out of the meetings.
In summary, although the size and balance of the Hotel D team were not ideal, the 
team produced some interesting ideas and solutions. Further, they seemed to derive 
benefit and enjoyment from the process, despite difficulties in attendance.
7.5 Hotel E
7.51 Descriptive background
As Hotel F was unable to contribute to the study, a team from Hotel E was substituted. 
In some ways this was convenient because this was the same hotel in which the 
interviews were carried out; Hotel A is the same as Hotel E and the descriptive 
background in given in chapter 6 (6.1). However, new participants were selected by 
the Executive Assistant Manager to form a new action research team. Another 
advantage was that the researcher was already quite familiar with the structure and
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staff of this hotel, but this ‘inside’ information could potentially skew the direction of 
proceedings.
The first meeting, therefore, took place later than the other in March and the team 
were assembled from a wide range of job functions. The team was balanced for 
gender (3 males and 3 females) but showed a curious mix of Belbin roles: 3 Shapers 
and 3 Team Workers as shown in table 7.4.
Table 7.4 Profile of Hotel E team
Identifier code Gender Job title Age range Belbin roles
E l F Receptionist 16-25 Sh/CW
E 2 F Linen room 26-35 TW/CW
E3 M Decorator 26-35 TW/CF
E 4 M Waiter 16-25 Sh/TW
E 5 F Health Club 16-25 TW/RI
E 6 M Chef 26-35 Sh/TW
Although the researcher had experience of initial meetings at three other hotels, the 
entry from the field log after the first meeting read:
“Perhaps they are better qualified/experienced than smaller hotels but more 
formal and cold. They are the hardest group so far to get to talk. Question: 
does high quality mean formality and does that reflect in its staff? ”
During that first meeting, this atmosphere was sensed and the researcher tried to use 
‘ice-breaking’ techniques to diffuse it. These included asking team members to 
introduce their neighbour and find out two interesting things about them.
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A review of the video footage after the first meeting caused the researcher to reflect in 
the field notes:
“Did I  treat the initial visit as a lecture - did they understand what was going 
on - lots o f  practical people and some whose English is not their first 
language
Despite these misgivings, the second meeting produced and interesting set of issues 
and, although attendance became more patchy, a better atmosphere developed in those 
who did attend. They were, finally all female (E 1, E 2 and E 5). The TCI profile 
showed the characteristics of a newly formed team: low in Participative Safety (for 
example interaction ftrequency and safety), but encouragingly high in their Support for 
Iimovation.
7.52 Issues
The brainstorming exercise produced a number of interesting issues as shown in 
figure 7.6 in the form of a ‘mind map’.
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As with the other teams, these issues were focused into a set of relationships which 
are shown in figure 7.7
Figure 7.8 Relationship diagram of the perceived problems and their effects 
at Hotel E
Not being valued -Management
Communication .Training
FRUSTRATION
Stress Conflict
Lack of job satisfaction
Staff turnover
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The frustration that team members felt was summarised in the minutes distributed 
after the third meeting:
T eam  m em b ers fe lt  that the p rob lem s o f  e ffe c t iv e  w o rk in g  at(H otel E ) ca u sed  frustration b eca u se  of:
•  m a n a g em en t w h o  do  n o t g iv e  backup and  do  n o t v a lu e  e m p lo y ee  efforts
•  la ck  o f  d ev e lo p m en ta l train ing,
•  p o o r  co m m u n ica tio n  and adm inistrative procedures
T h e e ffe c ts  o f  th is frustration is  stress and co n flic t, lead in g  to  su b-op tim al jo b  sa tisfa c tio n  and s ta ff  
turnover. T h e  m o st cap ab le  p e o p le  g e t ‘put u p o n ’. S o m e m anagers have  lo st to u ch  and  sh o u ld  w ork  in  
ea ch  departm ent and ob serv e  w hat g o e s  on. T he culture is  to o  s t i f f  and form al, u n lik e  Irish  or A m erican  
h o te ls  and there is a  n eed  for  (H o te l E ) to  transform  it s e lf  from  a custom er-orien ted  h o te l to  a  staff- 
cen tred  h o te l.
There was a perception of a lack of backup by management, which is exemplified by a 
story told by E 5 about the Fitness Club Managers who worked 50 days continuously:
“He was a broken man; lost a stone and a half in weight. That could be me 
next year, not seeing the family - and that sums it up
Team members looked to '^educating the executive team” because it was felt by E 1 
that:
“When they (managers) get to a certain level, they can V be bothered”.
The team suggested that managers should spend more time “on the floor” because 
they:
“Have lost touch with reality ”.
E 1 expressed concern that decisions were being taken to alter the reception system 
and layout without consulting staff who worked in that area. E 2 remarked that 
managers were too formal and there was:
“Too much emphasis on the guest and not enough on the s ta ff.
E 5 (from Ireland) wondered whether this formality was a cultural feature of England, 
because it was not the case in Ireland.
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The team felt that one way of restoring a dialogue with management would be to 
improve the appraisal system that operates in the company. E 2 had recently had a 
two-hour appraisal that she enjoyed, but was concerned that the meeting ended 
without an agenda for future action. The team developed some ideas which are shown 
in this extract from the minutes of that meeting:
A new staff appraisal system 
O b je c t iv e s
F in d  out m o re  abou t s ta f f  in  order to  sa tisfy  b o th  organ isational and e m p lo y ee  n e e d s  
D e ep er  un derstand in g  o f  departm ental p rob lem s and id en tifica tion  o f  p o ss ib le  o u tco m es  
D e v e lo p in g  a m ore  e ffe c t iv e  w o rk in g  env iron m en t 
F oster in g  team w ork in g  
Im p rove  w a y s  o f  w o rk in g  
H elp  s ta ff  to  b e c o m e  happier and  m ore produ ctive
S o m e  k e y  q u e s t io n s
Who should attend the interviews?
T he e m p lo y e e  and th e  departm ental m anager
How long should they last?
O ne hour
How should they be structured?
T he right q u estion s are im portant and there sh ou ld  b e  a structure w h ich  e m p lo y ee s  k n o w  about. 
E m p lo y e es  sh o u ld  b e  g iv e n  so m e  q u estion s in  a d van ce  to  h e lp  them  to  fo c u s  on  th e  k e y  issu es
What training is necessary?
N e w e r  departm ental m anagers n eed  training to  appraise e ffe c tiv e ly . Perhaps w e  co u ld  m ake a v id e o  to  
h elp  th em
How often should they take place?
M ajor appraisal ev ery  6 m on th s w ith  jo b  chats o f  1 0 -3 0  m in u tes ev er y  3 m onth s  
How should they be monitored?
O ne p erso n  sh o u ld  m on itor  the e ffe c t iv e n e ss  o f  th ese  appraisals. V id eo s?
What about following up?
T he sa m e person  sh o u ld  ch a se  up both  the freq uency  o f  appraisals and the action  fo llo w in g  from  th em
It was felt that communication could be improved through more regular and 
systematic appraisals, job chats and meetings.
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7.53 Process evaluation
Although it started slowly, this team developed some interesting ideas and needed 
little help in focusing them. At the end of the process, three females remained and the 
field notes show this remark:
“All the girls were interested: E 1 and E  5 (with degrees) were frank and 
convincing: were they selected because o f that? ”
Although views were expressed candidly and positively, once again, circumstances 
seemed to conspire against the completion of a report by team E. As the process had 
started late, finalisation coincided with the summer school holidays when the hotel 
was at its busiest. The implications of this was that there was pressure on all 
departments and some meetings had to be cancelled. Other reasons for cancellation 
were more circumstantial. One meeting was scheduled for the day that Princess Diana 
was to be buried and others deferred because E 5 went to Ireland for her wedding. In 
the longer term, E 5 left the hotel to take up another post. In effect, this left E 1 and E 
2 to focus the ideas into a coherent report (see Appendix 9), but E 1 had the education 
and ability to make it happen. With some cajoling by the researcher, E 1 was 
persuaded to complete a report one week before going off on holiday. She could not, 
however, be persuaded to attend the teamworking presentation on 14 October, because 
she felt that the task would fall to her alone. Perhaps another reason for this hesitancy 
was the fact that, coincidentally, the company were themselves introducing a new 
appraisal system.
In summary, this was a small but motivated and lively group who addressed their 
perceived problems in a positive and relevant way. Perhaps the fact that their ideas 
were not taken up is confirmation of a lack of communication between managers and 
employees that exists in Hotel E.
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7.6 Hotel F
Hotel F is a seventeenth century building situated in the centre of a medieval cathedral 
town. The hotel has 65 bedrooms as well as restaurant, bar and lounge facilities. The 
first meeting scheduled for 19 February was cancelled at short notice and subsequent 
re-structuring of Hotel company 1 hotels had radical results for this hotel. The General 
Manager and Operations Manager found jobs elsewhere and a new Operations 
Manager was appointed from Hotel E. He did not respond to repeated correspondence, 
so the participation of Hotel F was abandoned in favour of Hotel E.
7.7 Conclusions
The 26 action research team meetings were aimed at the production of 4 team reports 
but eventually only 3 reports were submitted (C, D and E; Appendices 7-9) and only 2 
teams attended (C and D) the meeting on 14 October at Hotel D. The main points 
from Hotel E’s report were presented by the researcher to the judging panel of Hotel 
company 1 managers and academics. The panel unanimously chose Hotel C as the 
winner and awarded all the team members a weekend away in a Hotel company 1 unit. 
Company panel members expressed satisfaction with the process and outcomes of the 
study and also awarded the two runners-up (D and E) prizes of a meal out in a local 
restaurant. There was agreement from the judges that the submission by Hotel C was 
the best. The following quotes represent comments from the company judges:
“They got further down the journey and came through the other side. They 
knew what they had the power to influence, provided evidence and emerged as 
bigger people
“They kept on a straight line, displayed passion and all o f  the team 
contributed”.
“They are already there and showed and integrated approach ”.
The researcher was struck by the intuitive incisiveness of comments made by the 
company managers at this time. The two Human Resources managers showed a
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willingness to embrace empowerment and were pleased by initiatives from the 
workforce. The third manager had recently been appointed as Regional General 
Manager and knew many of the team members personally, but commented that he was 
surprised by the positive demeanour of some of those who he thought were quiet and 
withdrawn. This reinforces the notion of a gulf between managers and staff both at 
unit (Hotel E) and head office level. It also suggests that some managers do not know 
their staff or their capabilities very well.
The final comments from the judging panel suggest that teamwork could provide unit 
synergy and that positive attitudes could benefit both individuals and the company:
“To-day is a beginning”.
Feedback from teams suggests that the Belbin questionnaire relates well to 
perceptions of personality and that team members are able to recognise role 
characteristics in themselves and in others. There is also indicative evidence to 
suggest that the Belbin framework is a useful tool to predict the effectiveness of 
teams.
From the researcher’s perspective, these meetings were enjoyable, but challenging. 
The distinctiveness of each team required flexibility by the researcher and this 
suggests that generic teamworking may be inappropriate in hotel contexts. The initial 
meetings proved to be crucial because they had to convey the purpose of subsequent 
meetings and to set the tone for the future. The high dropout rate may be related to 
inadequacies on the part of the researcher, or the type of team member. For example, 
most of those who dropped out were males in operational capacities whose orientation 
may be more practical than conceptual.
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Table 7.5 Comparative attendances by teams in the study
Meeting HotelB Hotel C Hotel D Hotel E
6 7 12 6
5 7 10 4
4 6 9 3
4 6 6 2
4 5 7 2
3 6 9 2
0 5 1
Total 26 42 53 20
Max 42 49 72 42
% 62% 86% 74% 48%
Table 7.5 shows the comparative attendances of each participating hotel and 
calculates the percentage attendance against the maximum possible appearances from 
every team member. It can be seen that Hotel E showed the greatest rate of decline, 
but managed, with some support from the researcher to contribute a report (Appendix 
9) without attending the final teamworking meeting. The figures also suggest that 
there is a relationship between the interest shown in the proceedings and the 
production of effective outcomes. Hotel C showed the best attendance of 86% and 
also was judged to have produced the best report, while Hotel D at 74% also produced 
a report and attended the teamworking presentations.
The action research meetings were beset by many circumstantial problems that 
affected attendance, member interest and outcomes. The indicative evidence suggests 
that the winning team displayed strong support for each other as well as capable 
leadership by educated and experienced team members. There was also evidence that 
staff at Hotel C regarded their jobs as permanent and many were multi-skilled. In 
addition to the size, balance and skills of hotel teams, successful teamworking may 
also be dependent on the quality of communication and managerial support.
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Chapter 8
Findings from the Team Climate Interview questionnaires
8.0 Introduction
This chapter builds a profile of teams of hotel employees and managers based in hotel 
units and head office using an established and theoretically credible instrument for 
measuring team climate. In chapter 5 (5.35), it was suggested that Anderson and 
West’s (1994a) Team Climate Inventory (TCI) provided the best available vehicle to 
measure the ‘personality’ of teams in the hotel sector. In stages I - IV of the study, TCI 
questiormaires were taken from four sets of hotel teams.
Table 8.1 The four data sets of TCI responses
Data set number Source of data
Data set I A cross-functional sample of 24 interviewees at Hotel A in 3 
teams
Data set II All 10 members of the Forte Hotels Human Resources head office 
team based in London
Data set III All 32 members of action research teams based in 4 hotels: Hotels 
B, C, D and E. Hotel F did not participate
Data set IV All 8 members of the management team of the Novotel Hotel G
Table 8.1 shows the source of the four data sets, which provide a resource of 74 
completed TCI questionnaires. These questionnaires provide individual responses in 9 
teams whose profiles can be compared with each other as well as benchmarked 
against those of others in previous studies. Anderson and West (1994b: 37) contend 
that the TCI instrument measures two components of the climate construct:
• Climate as a group-level perception of group members measured by aggregate data
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• Climate as a constantly evolving construct, rather than stable dispositional 
characteristics of the individual such as personality 
The 44 question TCI instrument comprises 4 main scales, subscales plus a measure of 
Social desirability as follows:
1. Participative safety: 12 items
2. Support for innovation: 8 items
3. Vision: 11 items
4. Task orientation: 7 items
5. Social desirability: 6 items
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This chapter analyses the completed questionnaires in four ways:
1. Aggregating all four data sets to confirm the reliability of the four TCI main scales 
against data from previous studies
2. Scores from data sets I, II, III and IV first from the TCI software for Social 
Desirability, sten and raw scores and secondly by independent calculation of the 
data using SPSS computer software to produce raw scores
3. Presenting scores from all 9 teams together and using analysis of variance 
(ANOVA) methods to investigate differences between teams. Aggregating raw 
scores to form a group of hotel workers
4. Comparing the group of hotel workers to a norm group of 121 teams (717 team 
members) in diverse organizational settings (Anderson and West 1994b: 43)
Although the TCI is a psychometrically-valid instrument that has demonstrated 
academic rigour (see 5.35), it has also been developed as a tool for prompting 
teambuilding interventions in organizations. Accordingly, the output from 
questionnaire analysis takes the form of raw scores for each main and sub-scale factor 
(a calculation of mean sub-scale scores) as well as a sten score that is easily 
understandable by non-specialists (see 5.345 for a more detailed explanation). Raw 
scores are calculated from the sum of numerical responses for each sub-scale item 
divided by the number of respondents in the team. Sten scores provide are normalised 
in percentiles and can be easily compared with norm groups of other teams. The four
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main-scale factors measured by the TCI questionnaire instrument can be said to 
represent a two-dimensional profile of the climate that prevails in a team at a 
particular point in time. Solid, practical teambuilding issues are encapsulated in 
Participative Safety and Task Orientation scales while the forward-looking orientation 
of a team is represented by the factors of Vision and Support for Innovation. This 
interpretation, shown in figure 8.1 permits climate to be shown graphically in a radar 
diagram.
Figure 8.1 A two-dimensional radar diagram of team climate
Vision
Participative
safety
Task
orientation
Support for 
innovation
Figure 8.1 demonstrates that team climate can be shown in a graphical, two- 
dimensional way, and, in this chapter, the sten scores for each data set are shown by 
this method.
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8.1 TCI construct reliability
To estimate the internal consistency of the questionnaire Cronbach’s alpha was 
calculated separately for each scale using all respondents (n = 74). Cronbach’s alpha 
for this data is shown in table 8.2 against those produced by Anderson and West 
(1997) in a varied sample of work groups (n = 971).
Table 8.2 Reliability analysis for the four TCI factors
Factor Anderson and West 
(1997) n = 971
This study n =74
Participative safety 0.89 0.82
Vision 0.94 0.86
Task orientation 0.92 0.80
Support for innovation 0.92 fr82
Nunnally and Bernstein (1994) contend that, in the early stages of predictive or 
construct validation research, a satisfactory level of reliability is .70. In this study, the 
reliability analysis of the questionnaire using the study data in terms of internal 
consistency is well above this level of acceptance, although not as high as in the study 
by Anderson and West (1997). Indeed, Nunnally and Bernstein (1994: 265) posit that:
“Measurement error attenuates correlations very little at that level”.
(Beyond .80)
This offers confirmation of the psychometric properties of the TCI scale suggested by 
Anderson and West (1994b: 1997) and Agrell and Gustafson (1994).
8.2 Data set I (3 teams from Hotel A)
Questionnaires were completed by all 19 interviewees plus 5 employees who were not 
able to attend the interviews (2 from the executive team; 1 from the heads of
195
Findings from the Team Climate Inventory questionnaires
department team and 2 from the food and beverage team), giving a total data set of 24 
respondents.
8.21 Social desirability scores
The raw scores for social desirability are shown in table 8.3.
Table 8.3 TCI social desirability scores for data set I
SOCIAL
DESIRABILITY
Executive
Team
Heads of
Department Team
Food and 
Beverage Team
Scale total 14.4 17.0 18.6
Sub-scales:
Social aspect 8.0 8.9 9.6
Task aspect 6.4 8.1 9.0
The teams scored moderately for social desirability on both sub-scales and the textual 
interpretation generated by the software for each of the three teams was:
“Some social desirability evident’. Check veracity o f responses i f  
possible ”.
It is interesting that those teams that were highest in Hotel A’s organizational 
hierarchy showed most acceptably lowest levels of social desirability. This may be 
interpreted to suggest that those in management positions felt able to answer the 
questions candidly or perhaps felt themselves associated with a team; in their case the 
Executive team.
8.22 Sten and raw scores
The raw sten scores for team climate for the three teams in data set I are shovm in 
table 8.4.
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Table 8.4 TCI sten scores for data set I
FACTOR Executive
Team
Heads of 
Department 
Team
Food and 
Beverage 
Team
PARTICIPATIVE SAFETY 6
Information Sharing 5 5 5
Safety 5 6 6
Influence 4 5 6
Interaction Frequency 5 6 6
SUPPORT FOR 0 = 6
INNOVATION
Articulated support 5 5 5
Enacted support 5 6 6
VISION 4
Clarity 7 5 5
Perceived Value 5 5 5
Sharedness 7 4 5
Attainability 6 6 6
TASK ORIENTATION 5 4
Excellence 6 6 4
Appraisal 5 6 4
Ideation 5 5 7
Table 8.4 shows the sten scores for data set I. Both the heads of department and food 
and beverage teams scored similarly, but the executive team had a clearer vision of the 
future, although felt less comfortable with each other.
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Table 8.5 TCI raw scores for data set I
FACTOR Executive
Team
Heads of 
Department 
Team
Food and 
Beverage 
Team
PARTICIPATIVE SAFETY 43.3
Information Sharing 10.1 10.9 10.9
Safety 5.7 6.4 6.1
Influence 9.6 10.8 11.0
Interaction Frequency 13.0 15.6 15.3
SUPPORT FOR igggg 25.9
INNOVATION
Articulated support 13.7 13.4 13.3
Enacted support 11.6 12.0 12.6
VISION g s 40.4
Clarity 7.6 6.1 6.9
Perceived Value 16.8 16.3 15.7
Sharedness 12.0 9.8 10.3
Attainability 7.7 7.0 7.6
TASK ORIENTATION 22.9 IIS 22.9
Excellence 7.4 7.9 6.6
Appraisal 9.4 10.6 8.9
Ideation 6.0 6.4 7.1
Table 8.5 shows the raw data generated by the TCI software that represents the mean 
item response. In order to compare the scores of the three hotel teams more 
meaningfully, they are profiled in a radar diagram in figure 8.2.
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Figure 8.2 A radar diagram of the TCI sten scores for data set I
Vision
TaskParticipative
Safety Orientation
Executive team
Heads of Department team
Food and Beverage team Support for Innovation
Figure 8.2 demonstrates that the Heads of Department and Food and Beverage teams 
scored better than the Executive team for Participative Safety, but less for Vision. The 
Food and Beverage team scored least for Task Orientation. This suggests, not 
surprisingly, that the Executive team’s vision for the future was superior, but that they 
felt less safe with each other. The interpretation provided by Anderson and West 
(1994b) in the user’s guide to the software for this sten score advises that the Food 
and Beverage team felt less committed to achieving high performance and does not 
appraise or build on the ideas of other members. These TCI scores demonstrate that 
managers score better than heads of department on planning and forward-looking 
issues while heads of department score better for practical teambuilding issues.
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8.23 Calculated scores
In order to provide independent verification, the researcher calculated the scores for 
data set I that are shown in table 8.6.
Table 8.6 Calculated raw scores for data set I
FACTOR Executive
Team
Heads of 
Department 
Team
Food and 
Beverage 
Team
PARTICIPATIVE SAFETY 39.37 45.43 43.28
SUPPORT FOR 
INNOVATION
25J2 25J7 25.86
VISION 44.11 39.14 40.57
TASK ORIENTATION 2Z89 24.87 2Z86
The calculated alpha score for Social desirability was .66
8.3 Data set II (The Forte Human Resources team)
Phase II of the study involved mapping the team climate of 10 members of the Forte 
Human Resources (HR) team based in London.
8.31 Social desirability scores
The social desirability scores for data set I are shown in table 8.7.
Table 8.7 TCI social desirability scores for data set II
SOCIAL
DESIRABILITY
Scale total 16.3
Sub-scales:
Social aspect 7.6
Task aspect 8.7
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The HR team scored moderately for both aspects of social desirability and the textual 
interpretation generated by the software for each of the teams was:
“Some social desirability evident'. Check veracity o f responses i f  
possible
8.32 Sten and raw scores
The sten scores for data set II are shown in table 8.8.
Table 8.8 TCI sten scores for data set II
FACTOR
PARTICIPATIVE SAFETY 3
Information Sharing 3
Safety 4
Influence 3
Interaction Frequency 3
SUPPORT FOR 6
INNOVATION
Articulated support 7
Enacted support 6
VISION 9
Clarity 9
Perceived Value 10
Sharedness 9
Attainability 7
TASK ORIENTATION 4
Excellence 8
Appraisal 3
Ideation 5
These sten scores are shown graphically in figure 8.3
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Figure 8.3 A radar diagram of the TCI sten scores for data set II
Vision
TaskParticipative
OrientationSafety
Support for Innovation
Human Resources team
Figure 8.3 shows how the Human Resources team is stronger in Vision and Support 
for Innovation than for Participative Safety and Task Orientation.
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Table 8.9 TCI raw scores for data set II
FACTOR
PARTICIPATIVE SAFETY 38.6
Information Sharing 9.3
Safety 6.9
Influence 9.8
Interaction Frequency 12.6
SUPPORT FOR III#
i s g g
Articulated support 14.9
Enacted support 14.0
50.1
Clarity 9.1
Perceived Value 19.0
Sharedness 13.7
Attainability 8.3
TASK ORIENTATION 22.9
Excellence 8.0
Appraisal 8.4
Ideation 6.5
Table 8.9 shows the TCI raw scores for data set II.
8.33 Calculated scores
Scores for data set II were re-calculated and are shown in table 8.10.
Table 8.10 Calculated raw scores for data set II
FACTOR HR Team
PARTICIPATIVE SAFETY 37.7
SUPPORT FOR 28.6
INNOVATION
VISION 50.1
TASK ORIENTATION 22.9
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8.4 Data set III (Action research teams from Hotels B, C, D and E)
The four action research teams also completed TCI questionnaires at an early meeting 
and their scores are shown below.
8.41 Social desirability scores
Table 8.11 TCI social desirability scores for data set HI
SOCIAL Hotel Hotel Hotel Hotel
DESIRABILITY B C D E
Scale total 18.5 18.3 15.3 20.6
Sub-scales:
Social aspect 9.7 8.3 6.7 10.4
Task aspect 8.8 10 8.5 10.1
Table 8.11 shows that teams from Hotels B, C and D scored moderately for both 
aspects of social desirability and the textual interpretation generated by the software 
for each of the three teams was:
“Some social desirability evident’. Check veracity o f responses i f  
possible
The Hotel E team scored highest for social desirability with a scale total of 20.6. The 
interpretation generated by the software was:
“ Unacceptably high social desirability response. Definite 
possibility o f response bias ”.
8.42 Sten and raw scores
The sten scores for data set III are shown in table 8.12.
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Table 8.12 TCI sten scores for data set III
FACTOR Hotel B Hotel C Hotel D Hotel E
PARTICIPATIVE SAFETY g g
Information Sharing 4 8 4 6
Safety 4 6 5 5
Influence 5 6 5 5
Interaction Frequency 3 5 5 4
SUPPORT FOR
Articulated support 6 6 5 8
Enacted support 4 6 6 8
4
Clarity 6 4 6 6
Perceived Value 6 4 5 9
Sharedness 4 4 6 5
Attainability 4 4 5 6
TASK ORIENTATION g a 4 5 5
Exeellence 5 4 5 6
Appraisal 3 5 5 4
Ideation 5 7 5 7
Table 8.12 shows the sten scores for the four hotels in data set III and these are shown 
as a radar diagram in figure 8.4.
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Figure 8.4 A radar diagram of the TCI sten scores for data set m
Vision
Task
OrientationSafety
HotelB 
Hotel C 
Hotel D 
Hotel E Support for Innovation
Figure 8.4 shows the comparative TCI sten scores for data set in. Hotel E emerges 
with the highest sten scores, but also demonstrates the highest social desirability 
scores. These sten scores are reflected in the raw scores shown in table 8.12.
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Table 8.13 TCI raw scores for data set III
FACTOR Hotel B Hotel C Hotel D Hotel E
PARTICIPATIVE SAFETY 40.7 44.0 40.1 45.0
Information Sharing 10.2 12.3 9.8 12.3
Safety 6.5 6.4 6.5 7.4
Influence 11.2 11.6 9.6 11.4
Interaction Frequency 12.8 13.7 14.2 13.9
SUPPORT FOR 
INNOVATION
27.2 27.4 25.5 30.9
Articulated support 14.2 14.3 13.5 15.4
Enacted support 13.0 13.1 12.1 15.4
42.4
Clarity 7.5 6.3 7.5 7.7
Perceived Value 15.2 15.0 16.6 17.6
Sharedness 11.3 9.3 11.0 11.7
Attainability 6.8 6.9 7.2 7.7
TASK ORIENTATION 21.8 21.9 22.1 25.4
Excellence 6.5 6.4 7.6 7.4
Appraisal 8.7 8.4 8.3 10.4
Ideation 6.7 7.0 6.2 7.6
Table 8.13 demonstrates that the Hotel E team scored highest on every scale, 
including Social Desirability.
8.43 Calculated scores
Table 8.14 Calculated raw scores for data set III
FACTOR Hotel B Hotel C Hotel D Hotel E
PARTICIPATIVE SAFETY 40.0 45.4 40.11 46.5
SUPPORT FOR 
INNOVATION
27.0 26.67 24.67 30.71
VISION 39.8 37.43 42.58 44.71
TASK ORIENTATION 21.0 21.86 21.27 25.43
Table 8.14 shows the output data from calculations using the SPSS software.
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8.5 Data set IV (Management team from Hotel G)
The final data set consisted of the management team (n = 8) of a Novotel hotel.
8.51 Social desirability scores
Table 8.15 Data set IV raw TCI social desirability scores
SOCIAL
DESIRABILITY
Scale total 19.1
Sub-scales:
Social aspect 8.8
Task aspect 10.4
Table 8.15 demonstrates that the teams scored moderately for social desirability and 
the textual interpretation generated by the software for the social aspect was:
“Some social desirability evident \ Check veracity o f responses i f  
possible
The task aspect, however, scored higher and the interpretation was:
“Some social desirability evident'. Definite possibility o f response 
bias
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8.52 Sten and raw scores
Table 8.16 TCI sten scores for data set IV
FACTOR
PARTICIPATIVE SAFETY 5
Information Sharing 5
Safety 4
Influence 5
Interaction Frequency 5
SUPPORT FOR 7
INNOVATION
Articulated support 7
Enacted support 7
VISION 7
Clarity 7
Perceived Value 8
Sharedness 6
Attainability 8
TASK ORIENTATION 4
Excellence 6
Appraisal 3
Ideation 4
Table 8.16 shows the TCI sten scores for data set IV.
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Figure 8.5 A radar diagram of the TCI sten scores for data set IV
Vision
TaskParticipative
OrientationSafety
Support for Innovation
Novotel team
Figure 8.5 shows that the Novotel team score better for the forward looking constructs 
of Vision and Support for Innovation that the practical teambuilding factors of 
Participative Safety and Task Orientation.
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Table 8.17 TCI raw scores for data set IV
FACTOR
PARTICIPATIVE SAFETY 43.5
Information Sharing 11.3
Safety 6.6
Influence 11.0
Interaction Frequency 14.6
SUPPORT FOR 29.5
INNOVATION
Articulated support 14.6
Enacted support 14.9
45.5
Clarity 8.1
Perceived Value 16.6
Sharedness 12.1
Attainability 8.6
TASK ORIENTATION 23.1
Excellence 7.1
Appraisal 9.8
Ideation 6.3
Table 8.17 shows TCI scores for the scales and sub-scales for data set IV.
8.53 Calculated scores
Table 8.18 Calculated raw scores for data set IV
FACTOR Novotel Team
PARTICIPATIVE SAFETY 41.97
SUPPORT FOR 29.50
INNOVATION
VISION 45.5
TASK ORIENTATION 23.12
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8.6 Combined and aggregated seores
In this section, the scores for all four data sets are presented together and aggregated 
to form a combined data set from which to compare the norm group of 121 teams in 
diverse organizational settings prepared by Anderson and West (1994b).
8.61 Comparing scores from the TCI software and calculated scores
A comparative analysis was made of the raw scores produced from the TCI software 
and those calculated by the researcher using SPSS software. The totals of means from 
the teams from each of the four main scales by each method were compared and a 
difference shown of 0.00745%.
Table 8.19 Comparing raw score by two methods
F a c to r P a r t ic ip a tiv e
s a fe ty
S u p p o r t  fo r  
in n o v a tio n
T a sk  o r ie n ta t io n
T e a m T C I S P S S T C I S P S S T C I S P S S T C I S P S S
1 3 8 .3 0 3 9 .7 2 5 .2 0 2 5 .2 2 4 4 .0 4 4 .1 1 2 2 .9 2 2 .8 9
2 4 3 .6 0 4 5 .3 2 5 .4 2 5 .3 7 3 9 .1 0 3 9 .1 4 2 4 .9 0 2 4 .8 7
3 4 3 .3 0 4 3 .2 8 2 5 .9 0 2 5 .8 6 4 0 .4 0 4 0 .5 9 2 2 .9 0 2 2 .8 6
4 3 8 .6 0 3 7 .7 2 8 .6 0 2 8 .6 0 5 0 .1 0 5 0 .1 0 2 2 .9 0 2 2 .9 0
5 4 0 .7 0 4 0 .0 2 7 .2 0 2 7 .0 0 4 0 .8 0 3 9 .8 0 2 1 .8 0 2 1 .0 0
6 4 4 .0 0 4 5 .4 2 7 .4 0 2 6 .6 7 3 7 .4 0 3 7 .4 3 2 1 .9 0 2 1 .8 6
4 0 .1 0 4 0 .1 1 2 5 .5 0 2 4 .6 7 4 2 .4 0 4 2 .5 8 2 2 .1 0 2 1 .2 7
8 4 5 .0 0 4 6 .5 0 3 0 .9 30 .7 1 4 4 .7 4 4 .4 3 2 5 .4 0 2 5 .4 3
4 3 .5 4 1 .9 7 2 9 .5 2 9 .5 0 4 5 .5 4 5 .5 0 2 3 .1 2 3 .1 2
Table 8.19 shows that the raw scores produced by the two methods are closely related 
and there is a minimal difference of 0.00745%. This gives greater confidence as to the 
reliability of the TCI instrument in producing accurate results as well as confirming 
the accuracy of the calculations in this study and of the implications of the team 
scores. Minor differences between scale scores may be explained by the way in which 
the SPSS software treats missing cases. In the study, there were 15 missing responses 
out of a possible 3246 answers, giving a response rate of 99.995%.
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8.62 ANOVA calculations
In order to compare the scores of the nine teams against each other, post hoc one-way 
ANOVA (analysis of variance) multiple comparison tests were carried out. This is 
important because the differences in team size make comparisons difficult. Nunnally 
and Bernstein (1994:138) suggest that researchers often focus on the F  ratio produced 
by ANOVA which they define as:
“The ratio o f  the variance estimate from a systematic source to an 
appropriate error variance
In this study, it is interesting to analyse differences between groups and the Duncan’s 
multiple range test was used as a rigorous ANOVA multiple comparison technique. 
This test reports differences between means and reports significantly different group 
means at an alpha level of 0.05 using SPSS and this was done for the four TCI scales. 
The test showed that were significant differences (less than 0.05) in the teams for 
every scale except Participative Safety and Task Orientation.
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8.63 Participative safety
Table 8.20 One-way ANOVA calculations for Participative Safety
S o u r c e D .F . S u m  o f  
sq u a r e s
M e a n  sq u a r e s F  R a t io F  P r o b a b ility
B e tw e e n
groups
8 5 5 .2 3 7 2 .9 0 1.96 .06
W ith in  groups 56 2 0 8 2 .7 1 3 7 .1 9
T otal 6 4 2 6 6 5 .9 4
G r o u p C o u n t M e a n S ta n d a r d
D e v ia t io n
S ta n d a r d
E r r o r
9 5 %  C o n fid e n c e  in te r v a l  fo r  m e a n
G roup 1 8 3 9 .3 7 7 .0 5 2 .4 9 3 3 .4 8 T O 4 5 .2 7
G roup 2 7 4 5 .4 3 4 .0 3 1 .52 4 1 .6 9 T O 4 9 .1 6
G roup 3 7 4 3 .2 8 4 .8 2 1 .82 3 8 .8 2 T O 4 7 .7 4
G roup 4 10 3 7 .7 8 .3 4 2 ^ 3 3 1 .7 3 T O 4 3 .6 7
G roup 5 5 4 0 .0 0 6 .63 2 .9 7 3 1 .7 6 T O 4 8 .2 4
G roup 6 5 4 5 .4 0 5 .1 8 2 .3 1 3 8 .9 7 T O 5 1 .8 2
G roup 7 9 4 0 .1 1 5 .1 6 1 .72 3 6 .1 4 T O 4 4 .0 8
G roup 8 6 4 6 .5 0 4 .5 0 1 .84 4 1 .7 7 T O 5 1 .2 3
G roup 9 8 4 3 .5 0 6 .2 6 2 .2 1 3 8 .2 7 T O 4 8 .7 3
T otal 65 4 1 .9 7 6 .4 5 .80 4 0 .3 7 T O 4 3 .5 7
Table 8.20 shows that the F probability ratio for the scale of Participative safety 
slightly exceeds the alpha level of .05. This suggests that there is a moderate 
probability of significant differences between teams.
Table 8.21 Results of the Duncan test for Participative safety
P a r t ic ip a t iv e  S a fe ty 1 5 7 3 9 6 2 8
4
1
5
7
3
9
6 ♦
2 ♦
8 ♦
Table 8.21 demonstrates that there are significant differences between team 4 and 
teams 6, 2 and 8.
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8.64 Support for Innovation
Table 8.22 One-way ANOVA calculations for Support for Innovation
S o u r c e D .F . S u m  o f  
sq u a r e s
M e a n  sq u a r e s F  R a t io F  P r o b a b ili ty
B e tw ee n
groups
8 2 8 0 .0 8 3 5 .01 1.73 .11
W ith in  groups 58 1 1 6 8 .7 8 2 0 .1 5
T ota l 6 6 1 4 4 8 .8 6
G r o u p C o u n t M e a n S ta n d a r d
D e v ia t io n
S ta n d a r d
E r r o r
9 5 %  C o n fid e n c e  in te r v a l  fo r  m e a n
G roup 1 9 2 5 .2 2 3 .6 7 1 .22 2 2 .4 0 TO 2 8 .0 4
G roup 2 8 2 5 .3 7 5 .7 8 2 .0 4 10 .5 4 TO 3 0 .2 1
G roup 3 7 2 5 .8 6 5 .7 3 2 .1 6 2 0 .5 5 TO 3 1 .1 5
G roup 4 10 2 8 .6 0 4 .5 7 1 .44 2 5 3 3 TO 3 1 .8 8
G roup 5 6 2 7 .0 0 4 .6 0 1.88 2 2 .1 7 TO 3 1 .8 3
G roup 6 3 2 6 .6 7 6 .81 3 .9 3 9 .7 6 TO 4 3 .5 7
G roup 7 9 2 4 .6 7 3 .2 0 1 .07 2 2 .2 0 TO 2 7 .1 3
G roup 8 7 3 0 .7 1 3 .9 9 1.51 2 7 .0 2 TO 3 4 .4 0
G roup 9 8 2 9 .5 3 .0 7 1 .08 2 7 .0 5 T O 3 2 .0 7
T ota l 6 7 2 7 .0 4 4 .6 8 .57 2 6 .9 3 T O 2 8 .1 9
Table 8.22 presents the ANOVA tests for the scale of Support for Innovation and 
shows a low significance level o f .11, indicating few differences between groups.
Table 8.23 Results of the Duncan test for Support for Innovation
S u p p o r t  fo r  In n o v a t io n 7 1 2 3 6 5 4 9 8
7
1
2
3
6
5
4
9
8 ♦ ♦ ♦
Table 8.23 shows that differences are identified between group 8 and groups 7, 1 and 
2 .
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8.65 Vision
Table 8.24 One-way ANOVA calculations for Vision
S o u r c e D .F . S u m  o f  
sq u a r e s
M e a n  sq u a r e s F  R a t io F  P r o b a b ility
B e tw e e n
g roups
8 1 0 0 0 .6 5 1 2 5 .0 8 4 .3 7 .0 0 0 3
W ith in  groups 63 1 8 0 1 .2 2 2 8 .5 9
T ota l 71 2 8 0 1 .8 7
G r o u p C o u n t M e a n S ta n d a r d
D e v ia t io n
S ta n d a r d
E r r o r
9 5 %  C o n fid e n c e  in te r v a l  fo r  m e a n
G roup 1 9 4 4 .1 1 5 .3 2 1 .77 4 0 .0 2 TO 4 8 .2 0
G roup 2 7 3 9 .1 4 6 .2 3 2 .3 5 3 3 .3 8 TO 4 4 .9 0
G roup 3 7 4 0 .5 7 6 .7 0 2 .5 3 3 4 .3 7 TO 4 6 .7 7
G roup 4 10 5 0 .1 0 4 .3 0 1 .36 4 7 .0 2 TO 5 3 .1 8
G roup 5 5 3 9 .8 0 3 .0 3 1.35 3 6 .0 3 TO 4 3 .5 6
G roup 6 7 3 7 .4 3 7 .8 0 3 .0 2 3 0 .0 3 TO 4 4 .8 2
G roup 7 12 4 2 .5 8 5 .4 7 1 .58 3 9 .1 1 TO 4 6 .0 6
G roup 8 7 4 4 .7 1 2 .5 0 .94 4 2 .4 0 TO 4 7 .0 2
G roup 9 8 4 5 .5 0 4 .4 0 1.45 4 2 .0 7 TO 4 8 .9 3
T ota l 7 2 4 3 .1 2 6 .2 8 .74 4 1 .6 5 T O 4 4 .6 0
Table 8.24 shows that there are significantly different group means at an alpha level of 
.0003, suggesting a high probability of differences between groups.
Table 8.25 Results of the Duncan test for Vision
V is io n 6 2 5 3 7 1 8 9 4
6
2
5
3
7
1 ♦
8 ♦
9 ♦ ♦
4
Table 8.25 shows that there are significantly different group means between group 4 
and other groups in the study for Vision.
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8.65 Task orientation
Table 8.26 One-way ANOVA calculations for Task orientation
S o u r c e D .F . S u m  o f  
sq u a r e s
M e a n  sq u a r e s F  R a tio F  P r o b a b ility
B e tw ee n
groups
8 1 3 1 .1 7 1 6 .39 .81 .59
W ith in  groups 63 1 2 7 7 .1 5 2 0 .2 7
T otal 71 1 4 0 8 .3 2
G r o u p C o u n t M e a n S ta n d a r d
D e v ia t io n
S ta n d a r d
E r r o r
9 5 %  C o n fid e n c e  in te r v a l  fo r  m e a n
G roup 1 9 2 2 .8 9 4 .6 7 1.56 1 9 .29 T O 2 6 .4 8
G roup 2 8 2 4 .8 7 3 .8 7 1.37 2 1 .6 4 T O 2 8 .1 1
G roup 3 7 2 2 .8 6 6 .1 5 2 5 2 1 7 .17 T O 2 8 .5 4
G roup 4 10 2 2 .9 0 3 .21 1.02 2 0 .6 0 T O 2 5 .2 0
G roup 5 5 2 1 .0 0 5 .7 0 2 .5 5 1 3 .9 2 T O 2 8 .0 7
G roup 6 7 2 1 .8 6 5 .7 0 2 .1 5 16 .59 TO 2 7 .1 3
G roup 7 11 2 1 .2 7 2 .8 7 .86 19 .35 T O 2 3 .2 0
G roup 8 7 2 5 .4 3 5 .8 3 2 .2 0 2 0 .3 4 T O 3 0 .8 2
G roup 9 8 2 3 .1 2 3 .0 9 1 .09 2 0 .5 4 T O 2 5 .7 1
T otal 7 2 2 2 .9 0 4 .4 5 .52 2 1 .8 6 T O 2 3 5 5
Table 8.26 shows that, for the scale of Task Orientation, no two groups are 
significantly different at the .05 level.
In summary, the multiple comparison tests show that the groups exhibit the greatest 
differences on the scales of Vision and Participative Safety. There is moderate 
confidence for suggesting differences between groups for Support for Innovation and 
there are no differences in Task Orientation. This may suggest that hotel teams share 
the same practical approach to Task Orientation in teamworking, but that Vision is the 
construct that divides effective teams. This contention is supported by statistics that 
show that groups 4 (Human Resources) and 6 (Hotel C) displayed the greatest 
differences for Vision; a scale that showed the highest alpha significance probability.
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8.7 Comparisons to published results
This section aggregates the calculated mean scores for the study group of 9 teams and 
compares them to the norm group statistics produced by Anderson and West (1994b).
Table 8.27 Comparisons between norm and study groups
Scale Norm group 
(n = 121)
Study group 
(n = 9)
%
Differences
Mean SD Mean SD
Participative safety 45.10 7.76 41.75 6.51 7%
Support for innovation 31.87 8.25 26.71 4.78 16%
Vision 56.59 11.81 42.83 6.46 24%
Task orientation 28.76 7.02 2Z87 4.61 20%
Source for norm group data: Anderson and West 1994b: 43
Table 8,27 shows that on every main scale factor, the norm group scored higher than 
teams in the hotel units. The final column presents the percentage differences of the 
study group to the norm group and there is the greatest difference on the Vision scale.
8.8 Conclusions
This chapter has presented the quantitative data from this study that shows a high 
correlation between the TCI computer-generated figures and the calculations by the 
researcher. The data is able to show clear confirmation for the reliability of the four- 
factor TCI questionnaire that underpins the psychometric properties of the instrument 
and its validity as a credible measure of the perceptions of team climate. The ANOVA 
tests demonstrate some interesting differences between groups which will be 
discussed in chapter 10.
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Chapter 9 
Concatenation of findings
9.0 Introduction
According to the Oxford English Dictionary (1979: 753), ‘concatenation’ is defined 
as:
“Union by chaining or linking together”.
The purpose of this chapter is to concatenate and summarise the qualitative and 
quantitative findings of the study together as a preparation for the discussion that 
follows in chapter 10. This is a useful activity for this study because it helps in 
understanding the wealth and complexity of the data collected by re-stating the key 
findings. Further, assembling the data in this way may suggest linkages between data 
collected by different methods and with the theories identified in the literature search.
The initial literature explored in chapter 2 suggests that change management is the 
responsibility of managers who formulate strategy and implement it through functions 
and hierarchies in the organizational scalar chain of command. There is, however, 
evidence in the literature that firms are increasingly flattening structures by delayering 
and delegating authority down the organization so that managers and staff at unit level 
need greater strategic awareness. Such structural changes will place greater demands 
on employees to perform more effectively and on management to provide the type of 
leadership to make this possible.
Chapter 3 presented the key literature for the concepts of groups, teams and 
teamwork. The literature stresses the link between the individual’s needs for social 
expression and interpersonal relationships though group affiliation. The Human 
Relations school (including Mayo 1933; 1949 and McGregor 1966) emphasises the 
centrality of work groups and many writers emphasise the complexity of group
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behaviour. Despite the wealth of literature on these concepts, there are no generally 
accepted frameworks for predicting group behaviour or for assessing the importance 
of group characteristics. Some of the more recent literature is anecdotal and suggests 
teamworking strategies that may not be relevant to hotels, especially as there is no 
previous empirical research in this area. Teamworking strategies may become more 
important if the trend to structural delayering and empowerment continues.
The questions generated were in three areas:
1. Teamworking in hotels: To what extent do these theoretical frameworks apply to 
the context of teamworking in hotels? What are the characteristics of hotel teams 
and what does teamworking mean to the people that work in hotels?
2. Effective teamworking: What are the characteristics of effective teamworking in 
hotels; problems and perceived solutions by team members? Does the literature 
fully explain variables such as unit size and quality, team configuration (team size 
and gender) or staff turnover? To what extent can perceived solutions be 
generalisable?
3. Managing change: Can self-managed teams in hotels provide a means of 
promoting continuous improvement, employee motivation and self-development?
9.1 Semi-structured interviews
In order to address the first research question, 19 in-depth, semi-structured interviews 
were conducted in Hotel A. The pre-determined structure addressed the following four 
issues:
1. Perceptions of the nature of teamworking
2. Problems which constrain effective teamworking
3. Proposed solutions
4. Other issues raised by interviewees
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9.11 Perceptions on the nature of teamworking
There was a high level of agreement that co-operation through teamworking is 
important in Hotel A. Respondents (particularly those in responsible positions) felt 
that their objectives could not be achieved alone and that good teamwork is 
characterised by camaraderie and an absence of problems.
9.12 Problems which constrain effective teamworking
On the other hand, ineffective teamwork was also felt to be caused by poor unit 
recruitment. Resort hotels, in particular, need to employ seasonal staff with relevant 
skills or motivation to cover peaks in demand. As shown in table 1.2, the implications 
of variable demand can be customer Dissatisfaction due to waiting to receive service. 
Conflict within and between teams is described as anti-teamwork behaviour and this 
causes fmstration to some employees.
9.13 Proposed solutions
Respondents were divided as to how ineffective teamworking might be tacked at 
Hotel A according to their levels of responsibility. Managers favoured the global 
improvement of strategies for planning, recruitment and communication as possible 
solutions. Employees, on the other hand, were affected by shortages of staff and felt 
that these were affected by intrinsic factors such as poor pay as well as a lack of 
socialisation among staff.
9.14 Other issues
For many respondents interviewed, their departments represented their working group 
to which they showed the strongest loyalties. Communication was seen as the key to 
better teamwork, but lack of time often was the overriding constraint.
Many respondents identified a gulf between managers and staff that prevents the 
overall perception of Hotel A as a team and which may account for sub-optimal
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teamworking. The hierarchical structure of Hotel A with its formal service tradition 
and seasonal occupational community may serve to embed traditional practices so that 
innovation takes second place to the challenges of serving customers with inadequate 
resources. The immediacy and pervasiveness of operations shown in table 1.2 cannot 
be relinquished for better planning, paradoxically because of poor inter-group 
teamwork.
Although there was general agreement about effective working, respondents were 
divided about how it could be achieved and this was reflected in a perceived gulf 
between managers and employees; a ‘them and us’ situation. These problems can be 
summarised into four major areas; people, resources, external and internal factors.
• People: This was a major area of concern for teams as their working life and
customer satisfaction relied upon well-trained and motivated work colleagues
• Resources: A source of frustration and constraint for the teams which affects, for 
example, the standard of the property and quality and quantity of staff in the hotels
• External: Includes those factors over which the staff have little control but which 
affect them considerably, such as the variability of trade patterns and trends and 
fashions.
• Internal: Lack of management support was a source of frustration and many team
members expressed the view that managers should give more praise when it is due
as well as criticism. Communication was the most mentioned factor.
9.2 Action research teams
The aim of the interviews was to address the first research questions and reveal some 
of the perceptions of workers in a single unit. In order to answer the second and third 
questions about effective teamworking and problem-solving teams in hotels, it was 
thought to be useful to be able to observe team processes in action in a longitudinal 
study of four action research teams. The 26 action research team meetings took place 
over a period of nine months and led to the production of 3 team reports at the 
presentation to a judging panel of Hotel company 1 managers and academics. The 
panel was unanimous in their choice of Hotel C and made some insightful comments 
about the supportive working practices at that unit. The newly appointed Regional
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Manager at Hotel C showed surprise at the positive behaviour of staff who he thought 
he knew well and this reinforces the notion of distance between managers and staff in 
the units and between units and head office. It also suggests that some managers do 
not know their staff or their capabilities very well.
Every action research team member was able to associate with the Belbin role 
suggested by the questionnaire they completed. There is also indicative evidence to 
suggest that the Belbin framework is a useful tool to predict the effectiveness of 
teams.
Table 9.1 Summary of the primary Belbin role types in the action research 
teams
Primary role Hotel B Hotel D Hotel E
Company Worker (CW) 1 3 3
Chairman (Ch) 1
Shaper (Sh) 1 2 2 3
Plant (PI)
Resource Investigator (RI)
Monitor Evaluator (ME)
Team Worker (TW) 3 1 6 3
Completer Finisher (CF) 1 1
TOTAL 6 7 12 6
Table 9.1 summarises the primary roles of all 31 participants in the 4 action research 
teams. Belbin (1981) contends that teams are a question of balance and the spread of 
roles suggests that all the teams apart from Hotel E had members in four team roles. 
This may account for the fact that the Hotel E team began to disintegrate at an early 
stage and finally only left two members. It is interesting to note that every team had at 
least one Shaper, but none had a Plant, Monitor-Evaluator or Resource Investigator in 
the primary role. This impacted on the researcher’s need to facilitate the sessions with 
imagination and knowledge (Plant) as well as keeping proceedings on track 
(Completer-Finisher). Although there was little difference between the Belbin role
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profiles of teams B and C, their comparative spirit and morale were totally different. 
Team B failed to complete a report while team C showed demonstrable cohesiveness 
and task orientation. Perhaps the difference may be accounted for with factors such as 
mental abilities (as emphasised by Belbin 1981), a sense of permanence and a will in 
team C to transcend departmental boundaries and perform multi-skilled tasks.
9.3 TCI questionnaires
The TCI questionnaires (n =74) were analysed in two ways. First, the responses were 
processes using the accompanying TCI computer software that produced both sten and 
raw scores. Subsequently, the responses were re-calculated using SPSS software to 
produce raw mean scores and the results related closely. The second method also 
enabled the data to be checked for reliability, and the validity of the psychometric 
properties of the instrument was confirmed.
The statistics revealed that Hotel E scored best in data set III on all four main-scales 
than the other teams, but also scored highest on Social Desirability. The Hotel 
company 2 team scored better at forward-thinking constructs than practical 
teambuilding ones. The Duncan test of comparative means showed that the most 
significant differences were shown by team 4, the Hotel company 1 Human resources 
team. When the scores in the study were aggregated together, they form a resource of 
hotel employees that can be compared to teams in other settings. The hotel set scored 
worse than the norm group developed by Anderson and West (1994b), especially on 
the scale of Vision.
9.4 Conclusions
This chapter has summarised the extensive qualitative and quantitative data that has 
been produced by the study. The indicative findings suggest that perceptions of 
teamworking vary from hotel to hotels and perhaps from person to person. This 
underpins the complexity of the concept of teamworking and the difficulties faced in 
managing the process effectively. When aggregated together, the scores on the TCI
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questionnaire were lower than the norm set of others in various organizational 
settings. These issues will form the basis of discussions in chapter 10.
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Chapter 10 
Discussion of the research findings
10.0 Introduction
Having summarised the wealth of data produced in this study in the previous chapter, 
this chapter discusses the findings in the same format and order as the research 
questions that were presented in chapter 3, section 3.8:
• The nature of teamworking in hotels
• Effective teamworking and hotel teams
• Managing change through teams
In order to re-engage with the literature, these questions will be discussed in relation 
to organizations (chapter 2), individuals and teams (chapter 3). Finally, this chapter 
offers a critical review of the research process.
Chapter 5 suggested that the emerging hypothesis in this study is that the existing 
theory fails firstly to explain accurately the nature of teamworking in hotels and 
secondly fails to provide contextually-relevant techniques for developing and 
maintaining effective teamworking in hotels. Action research may be an appropriate 
method of facilitating ongoing problem-solving by teams of cross-fiinctional hotel 
employees. This chapter will re-consider this hypothesis in the light of the research 
findings.
10.1 Teamworking in hotels
It is a primary aim of this study to investigate the little-researched area of 
teamworking in hotels and to comment on the relevance of the literature to explain the 
distinctive nature of teamworking in the hotel context (chapter 3, section 3.8). The 
interviews at Hotel A and G as well as the longitudinal action research meetings
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suggest some issues that were felt to be important to a cross-section of hotel 
employees.
10.11 Importance
The literature search in chapter 2 emphasises the ‘softer’ nature of strategic planning 
as suggested by Mintzberg (1994), with a greater need to take account of stakeholders 
(Johnson and Scholes 1993). Strategic planning is implemented through human 
resource management strategy at unit level (Purcell 1987) which, in service 
operations, is linked to approaches to control, discretion and empowerment (Lashley 
1998). Effectiveness is regarded by Drucker (1977) as ‘doing the right things’ and for 
Johnson and Scholes (1993), effectiveness is linked to making the best use of human 
resources to influence strategic capability. Authors such as Allen (1997) stress the 
pervasiveness of corporate downsizing and how the hospitality industry needs a focus 
on interpersonal skills and teambuilding (Johns 1991). In that sense, human resource 
strategies, such as teambuilding, are important potential tools whose use has not been 
widely reported in the hospitality industry, except for Hotel company 2. This 
organization reports that their primary benefit from teamworking is reduced labour 
cost and table 10.1 compares teamworking in hotels in Hotel company 1 and 2.
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Table 10.1 A comparison between Hotel company 1 and Hotel company 2
Hotel company 1 Hotel company 2
Some conflict evident No conflict reported
Variable perceptions of communication 
effectiveness
Communication mostly verbal
Hierarchical, if delayered structure Functional and molecular structure
Top-down scalar chain of responsibilities Empowerment and delegation
Shortage of skilled and seasonal staff Shortage of heads of department (HODs)
HODs need composite transferable skills: 
few problems moving to other units
HODs supported by departmental 
colleagues with specific developed skills: 
difficult to move outside the group
Divisions between management and staff Mechanisms for dialogue
Team processes evolve over time and 
may result in successful teams
Team processes regularly monitored and 
‘fine-tuned’
Managers responsible for strategy and 
operations, but remote from the customer
Managers are strategists who are 
encouraged to interface with the guest
Little programmed training at unit level Unit training and progression plans
High labour costs Lower labour costs
Difficulty in recruitment Recruits locally and from France
Most staff paid fixed wage (plus 
gratuities if in customer contact)
All staff eligible for bonus payments
Table 10.1 compares the approaches of Hotel company 1 and 2, and the latter regard 
teamworking as an important plank of their strategy. Although the study sample is 
small, the literature and other documentation support the view that Hotel company 2 
take greater care to manage training, briefings and performance-related pay and this 
can result in lower labour costs. Despite this approach. Hotel company 2 also report 
shortages of staff and greater stress due to increased responsibilities by operative staff.
These hotel groups can also be compared using Lashey’s (1998) matrix that was 
introduced in figure 2.2 (chapter 2, section 2.2). Because of their different approaches 
to standardisation and control, it may be said that Hotel company 1 can be 
characterised by the ‘Involvement Style’ and Hotel company 2 by the ‘Participative 
Style’.
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Figure 10.1 Lashey’s grid of approaches to human resources
Customised offer 
The Involvement style
b ra n d  id e n t ity  ta n g ib le s / in ta n g ib le s  
m o d e r a te  p r e d ic a b il i ty /  m a r k e t c h a n g e  
m o d e r a te /h ig h  v o lu m e  
s im p le /e x p a n d in g  ta sk s  
lo w  d is c r e t io n  
m o d e r a te  c o n tr o l c u ltu re
External control
b ra n d  id e n t ity  ta n g ib le  d o m in a n t  
h ig h  p r e d ic a b il ity  
h ig h  v o lu m e  
s im p le  r o u tin e  ta sk s  
c a lc u la t iv e  in v o lv e m e n t  
c o n tr o l cu ltu r e
The Command and Control style
The Professional style
b ra n d  id e n t ity  ta n g ib le  d o m in a n t
lo w  p r e d ic a b il ity
lo w  v o lu m e
c o m p le x  ta sk s
h ig h  d is c r e t io n
tru st cu ltu r e
Internal control
b ra n d  id e n t ity  ta n g ib le s / in ta n g ib le s
h ig h  p r e d ic a b ility
m o d e r a te  v o lu m e
s im p le  r o u tin e  ta sk s
h ig h  d is c r e t io n  in  in ta n g ib le s
a u to m o m y  w ith in  l im it s /  tru st c u ltu r e
The Participative style
Standardised offer
Source: Lashley (1998: 28)
Figure 10.1 shows Lashley’s (1998) characteristics of four approaches to human 
resources in service organizations. The Command and Control style in the bottom left 
quadrant is represented by mass-produced, production-oriented operations that have 
characterised the human resources approach of many hotels in the past. From that 
historic base. Hotel company 1 may be said to have moved towards the Involvement 
style of mass customised services (top left) while Hotel company 2 have progressed 
towards intangible dominant mass services with a Participative style (bottom right). 
The Hotel company 2 offer is more standardised with greater autonomy and trust than 
that of Hotel company 1. It may be suggested that Hotel company 2’s approach 
involves more planning and challenges to management, but may give rise to greater 
outputs and work stress.
10.12 Perceptions of the nature of teamworking
The literature in chapter 3 presents the ideographic approach to the personal 
constructs of individuals as suggested by Kelly (1955) and Belbin (1981). This 
approach emphasises the importance of social mutuality in making sense of the world
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and the way that personal constructs are manifested through group behaviour. The 
interviews demonstrate that, in the study, group perceptions of the nature of 
teamworking are related to job responsibilities and status. Some managers regard 
teamworking as a process that enables strategic objectives to be realised, while heads 
of department and operatives perceive teamworking to represent personal 
relationships with colleagues. Such warm personal relationships lead to workplace 
camaraderie and are a source of satisfaction to these employees. This is demonstrated 
in the attitudes of the Hotel C team where the supportive, ‘family’ atmosphere gave 
job satisfaction, in spite of the fact that some employees said that they did not like the 
job itself. This suggests that such a team spirit can help to mitigate the negative effects 
of working in hotels and may minimise labour turnover in this sector. Further research 
in this area might investigate the relationship of labour turnover to such dependent 
variables as teamwork, labour cost (related to turnover), human resource strategies, 
size, ownership, and management style.
For most of those participating in the study, teamwork connotes working in peer 
groups and many said that they derive personal satisfaction from this process. This 
confirms the views of Covey (1992) on the interdependence of life and Durkheim’s 
(1953) emphasis of the benefits of human fellowship in communion with others. 
Teamwork for managers may be different from that of operational staff, perhaps 
because managers need to keep their distance from the staff they employ and achieve 
their assigned objectives through the co-operation of others. Perhaps managers are not 
able (or willing) to permit work relationships from becoming too personal or friendly 
because, for them, the work relationship is a professional one.
10.13 Problems which constrain teamworking
The interviewees at Hotel A identified the constraints to effective teamworking to be 
related to a range of issues, some of which could be controlled. Issues such as training 
and the effectiveness of internal systems can be managed, but issues such as unit size 
and seasonality are uncontrollable and demand flexibility. These perceptions and 
those of the four action research teams are manifested in a number of frustrations and 
form a vicious circle in the hotel units, similar to the one that was suggested by the
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Department of National Heritage (1996), which later became the Department for 
culture, media and Sport (see figure 2.1, chapter 1, section 1.16).
Figure 10.2 A vicious circle
Lack of time 
and resources
Poor unit 
performance
Inedequate planning 
and training
Sub-optimal quality and 
customer satisfaction
Figure 10.2 shows that the problems identified by the teams were interconnected to 
form a vicious circle from which it is difficult to escape. The phrase ‘vicious circle’ 
appears repeatedly in the report of Hotel D (Appendix 8) and is perhaps an expression 
of the frustration felt by that team. A lack of time and resources prevents adequate 
planning and training which, in turn sub-optimises customer satisfaction and unit 
performance so that resources stay limited.
10.14 Proposed solutions
It is interesting to note that the approaches to solving teamworking problems varied 
according to the degree of management responsibility. Managers felt the need for a 
more plentiful supply of multi-skilled and resourceful staff and complained of the 
limited skills of some employees. Operative staff, on the other hand, suggested that is 
was the place of management to address problems of low pay and ‘ad hoc’ methods. 
Once again, the vicious circle of inadequate time and resources pervades attitudes 
towards solutions that were perceived to be intractable or ‘someone else’s problem’. 
In those circumstances, it seems unlikely that solutions might easily be found.
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Most interviewees and action research team members mentioned that communication 
is both a problem and a solution in their units. A number of peer, subordinate and 
consumer communication relationships in the hotels seem to emerge from the study:
1. Inside management teams
2. Between managers and departments
3. Between managers and customers
4. Inside departmental teams
5. Between departments
6. Between departmental staff and customers
Figure 10.3 Communications relationships in the hotel units
Management
Departments Departments
Customers
Figure 10.3 shows how groups of employees in departments relate each other, to other 
departments, to managers and to customers. The quality of communications affects the 
levels of satisfaction with each of these parties, and critical feedback from customers 
in the form of complaints is a sensitive issue for all respondents. In this study, there is 
often a sense that each of the parties in this triadic relationship sometimes fails to 
understand each other. Customers, for example, expect a five-star experience at Hotel 
A and some have a cynical attitude towards obtaining advantage by complaining. 
Many staff do not comprehend the work content of their unit colleagues and expect
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managers to both resolve short-term operational issues and to plan improvements for 
the future. Some managers feel that the origin of sub-optimal service standards lies in 
shortages of skilled and resourceful staff, although training has a low priority, perhaps 
because of shortages of time and resources.
Each of the four action research teams identified different solutions to the unit 
teamworking problems in their unit. The main focus for each unit was as follows:
• Hotel B: Improvement of facilities and more skilled staff
• Hotel C: Training and communication
• Hotel D: Recruitment and training of skilled staff
• Hotel E: Communication with managers and facilities (Hotel A)
These solutions can also be mapped in a four-part quadrant as shown in figure 10.4. 
Figure 10.4 Solutions emerging from the study
Recruitment
Hotel B
P
E
O
P
L
Hotel D
C U S T O M E R  F O C U SFacilities Training
Hotel E
O
C
u
s Hotel C
Communication
Figure 10.4 shows that the solutions by the action research teams can be described as 
having either a customer or people focus. Issues of facilities and training are 
concerned with customer satisfaction while recruitment and communication show an
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internal concern with people in the organization. The solutions for each of the hotels 
are plotted on the quadrant and show the two main areas for improvement. It is 
noteworthy that it was Hotel C that was judged by the panel as presenting the most 
developed plan for improvement in their unit. This plan involved simple but 
achievable activities including a ‘job swap’ and the launching of hotel induction 
scheme; both of which involved little cost and could be achieved by existing staff. 
This may be cynically regarded, in the judgement of the senior management panel, as 
a cost-effective method of increasing employee performance in hotel units. On the 
other hand, there were positive messages from the conclusions of Hotel C’s report:
“The positive points about teamwork far outweigh the negative points, but the 
negative points that we did highlight, we have been able to do something 
about, and as a team we feel that we have achieved positive results that we 
can take back to the hotel and implement”.
The reports from Hotels D and E were more critical about issues such as budgets and 
relationships with management while it could be argued that the Hotel C report gave 
senior Hotel company 1 managers the non-threatening messages that they may have 
wanted to hear. The reports by Hotels D and E could be said to demonstrate a desire to 
question and evaluate teamworking processes in a mature way, while perhaps the 
Hotel C attitude is too ‘comfortable’. It may be suggested that training and 
communication are both short-term and low cost strategies which may show results 
quite quickly. Recruitment and facilities, on the other hand, are issues that are more 
controlled by management and which require resource inputs to be effective. Further 
research might consider the configuration of successful teams to include gender and 
the desire to stay in a job, all of which were demonstrated by the successful Hotel C 
team.
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These solutions can be mapped using the systems approach as in figure 10.5. 
Figure 10.5 An open systems view of effective working
INPUTS
Selection
THROUGHPUTS OUTPUTS
i
Training
f
Motivation
Planning Teamwork
i 1
■^Standards Operations
Î 1
Wages
i
Customer 
satisfaction
Leadership Communication Profits
Figure 10.5 summarises the solutions from the action research teams. They suggest 
that what is needed inputs in the form of trained and motivated staff who will work to 
high standards so that the operations will go smoothly and lead to customer 
satisfaction.
10.15 Other issues
The most often-mentioned issue in the Hotel A interviews was communications and 
this was linked with the need for information about guest needs because ineffective 
communications were most often manifested in customer complaints. Many 
interviewees in the Front (customer-interface) category expressed sensitivity to 
dealing with customers who are ''professional complainers” (Respondent 15) or who 
work the system to “get something o f f ’ (Respondent 13). Even the General Manager 
felt that his time was wasted by customers who complained and treated ‘negotiations’ 
as a game. This reinforces the difficulty of ensuring consistent standards in a five-star 
customised offer such as Hotel A that is characterised by the Professional Style 
suggested by Lashley (1998) shown in figure 10.1. In such luxury hotels, the offer is 
complex, personalised and is difficult to brand so that customers’ aspirations are 
always met. Customer satisfaction, in such operations, is related to the personal 
service given by staff and this is often a subjectively judged output. In that context, it 
is important that these hotel operations ensure continuous and effective 
communication about key issues such as customer needs. In the study. Hotel A suffers
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from problems of seasonality that acts against continuity and some employees pointed 
to communication problems to which they could offer few solutions.
The other issue raised by interviewees was conflict within and between departments, 
staff, managers and customers. This conflict is a manifestation of a lack of 
understanding or communication between these parties that is the antithesis of 
teamwork. It is suggested that the traditional hierarchy operated in Hotel A may act to 
the detriment of communication and teamwork. Perhaps the tighter and more cross­
functional structure operated within Hotel company 2 units permits better verbal 
communication (for immediate guest needs) and minimises the bureaucracy of written 
communication methods.
10.2 Effective teamworking and hotel teams
This section discusses effective teamworking in the nine hotels in the study as well as 
comparing them to other teams. The qualitative data have shown that teamworking is 
primarily concerned with relationships and, as such, it is complex but potentially 
beneficial concept. On a superficial level, the team that demonstrated the most 
effective teamworking is Hotel C, because it was independently judged as the winner 
and demonstrated supportive relationships and flexible working arrangements. In 
chapter 3 (section 3.26) figure 3.3 proposed a systems view of effective teamworking 
based on the work of Schermerhom et al (1995). The characteristics of successful 
teamworking displayed by the hotels in the study can similarly be mapped in a 
systems diagram as shown in figure 10. 6.
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Figure 10.6 A systems view of effective working
Inputs Throughputs Outputs
S u p p o r t iv e  c lim a te  
C o r e  o f  p e r m a n e n t s t a f f  
In fo r m a l stru c tu re  
U n it  s i z e  
V is io n  fo r  fu tu re  
G ro u p  c o n f ig u r a t io n
T e a m  p r o c e s s e s  
T im e
T r a in in g  a n d  r ec ru itm e n t  
V e r b a l c o m m u n ic a t io n  
D e c is io n - m a k in g  
M u lt i- s k i l l in g  
M a in te n a n c e  a c t iv it ie s  
P e r fo r m a n c e -r e la te d  p a y
P e r fo r m a n c e  
S a t is fa c t io n s  
T e a m  sp ir it  /  m o r a le  
O th e r  o u tp u ts
Figure 10.6 depicts the successful attributes of the hotels, particularly Hotel C and the 
Hotel G, in a systems diagram. As suggested in chapter 3, inputs are mostly under the 
control of management in providing structure, climate and vision. As many hotels 
have been operated in a hierarchical, management-centred way as proposed in figure
1.3, it is management who is responsible for many inputs and throughputs. For 
example, the frustrations felt by many participants in the study were due to systems of 
work such as budgets, appraisals, information and pay. In Hotel G, management had 
taken the time to re-evaluate these processes so that they were more efficient, while 
the Hotel C management gives the support and space that enables the teams to 
develop relationships and work effectively. Ease and effectiveness of communication 
were important with customers (Hotel company 2) with managers (Hotel E) with other 
teams (Hotel C) and with each other (socialisation). Effective teamworking seems to 
involve management working to reduce barriers to communication and staff being 
motivated enough to invest in the process on a lon^4erm basis.
An important input is team configuration and the study showed that the Belbin role 
framework was perceived by individuals and peers as an accurate reflection of role 
personality.
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Table 10.2 Summary of the primary Belbin role types in the action research 
teams
Primary role INKNS iiiiiH ii Hotel E
Company Worker (CW) 1 3 3
Chairman (Ch) 1
Shaper (Sh) 1 2 2 3
Plant (PI)
Resource Investigator (RI)
Monitor Evaluator (ME)
Team Worker (TW) 3 1 6 3
Completer Finisher (CF) 1 1
TOTAL 6 7 12 6
Table 10.2 summarises the primary roles of all 31 participants in the 4 action research 
teams. Belbin (1981) contends that teams are a question of balance and the spread of 
roles suggests that all the teams apart from Hotel B had members in four team roles. 
This may account for the fact that the Hotel B team began to disintegrate at an early 
stage and finally only left two members. It is interesting that every team had at least 
one Shaper, but none had a Plant, Monitor-Evaluator or Resource Investigator in the 
primary role. This impacted on the researcher’s need to facilitate the sessions with 
imagination and knowledge (Plant) as well as keeping proceedings on track 
(Completer-Finisher). Although there was little difference between the Belbin role 
profiles of teams B and C, their comparative spirit and morale were totally different. 
Team B failed to complete a report while team C showed demonstrable cohesiveness 
and task orientation. Perhaps the difference may be accounted for with factors such as 
mental abilities (as emphasised by Belbin 1981), a sense of permanence and a will in 
team C to transcend departmental boundaries and perform multi-skilled tasks.
The quantitative data helped to cast some light on the nature of teamworking in hotel 
teams as well as providing a basis for comparison against teams in other 
organizational settings. The Duncan Multiple Range tests show that the greatest
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differences between groups are shown in the scales of Vision and Participative Safety. 
Team 4 (Human Resources) showed significant differences with groups 6, 2 and 8 for 
Participative Safety. There were significant differences between groups 4 and 6 other 
groups and between groups 6 and 4 other groups for the scale of Vision. This is 
illustrated by the mean scores for these two scales that are shown in table 10.3.
Table 10.3 Comparative Duncan scores for teams 6 and 4 for Participative 
Safety and Vision
Participative Safety Vision
Mean Standard
deviation
Mean Standard
deviation
Group 4 37.70 8.34 50.10 4.30
Group 6 45.4 5.18 37.43 7.80
Table 10.3 shows that group 4 scored very well for Vision but poorly for Participative 
Safety and that the group 6 scores are diametrically opposite. The greater Vision of 
group 4 (Human Resources) may be explained by their situation at the Hotel company 
1 London head office where group strategy is formulated. Group 6 (Hotel C) however, 
expressed an ‘identity crisis’ especially in the light of organizational structural 
changes that were occurring at that time. On the other hand, group 6 displayed 
cohesiveness that may be a product of an interaction frequency which may be missing 
from Human Resources staff who spend much time in travelling.
The insignificant differences for the scales of Task Orientation and Support for 
Innovation suggest that the teams in the study have similar approaches to these 
constructs. It is interesting to note that it is Vision that separates the 9 hotel teams 
from the norm group data developed by Anderson and West (1994b). Table 8.21 
shows that the greatest differences between the norm and study groups are in Vision 
(24%), Task Orientation (20%) and Support for Innovation (16%) and that the hotel 
group scored lower on every scale. This is shown graphically in figure 10.7.
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Figure 10.7 A comparative radar diagram of hotel and other teams
Vision
Participative 
Safety
Task
Orientation
Other teams 
Hotel teams Support for Innovation
Figure 10.7 shows these differences, which may suggest that teams in multi-unit hotel 
firms perceive themselves to have a lower-than-average clarity of focus of company 
objectives (Vision) and may not have the time to critically reflect on aspects of their 
tasks (Task Orientation). Similarly, the hotel group does not show comparable Support 
for Innovation, and this may be explained by a general resistance to change or perhaps 
by the perceived gap that exists between management and staff On the other hand, 
hotel teams showed only a 7% difference in Participative Safety, perhaps due to the 
high interaction fi’equency that characterises operations. It must be pointed out, 
however, that the difference in sample sizes between the two groups precludes 
absolute comparisons.
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Another way of distinguishing the effectiveness of the teams in the study is to 
aggregate their scores together.
Table 10.4 Aggregated TCI mean scores
P a r t ic ip a tiv e
S a fe ty
S u p p o r t  fo r  
In n o v a t io n
T a sk  O r ie n ta t io n
G r o u p T C I S P S S T C I S P S S T C I S P S S T C I S P S S A g g r e g a te
8 45 4 6 .5 3 0 .9 3 0 .7 1 4 4 .7 4 4 .4 3 2 5 .4 2 5 .4 3 1 4 6 .5 3 5
9 4 3 .5 4 1 .9 7 2 9 .5 2 9 .5 4 5 .5 4 5 .5 2 3 .1 2 3 .1 2 1 4 0 .8 4 5
4 3 8 .6 3 7 .7 2 8 .6 2 8 .6 50.1 50 .1 2 2 .9 2 2 .9 1 3 9 .7 5
2 4 3 .6 4 5 .3 2 5 .4 2 5 .3 7 39.1 3 9 .1 4 2 4 .9 2 4 .8 7 1 3 3 .8 4
3 4 3 .3 4 3 .2 8 2 5 .9 2 5 .8 6 4 0 .4 4 0 .5 9 2 2 .9 2 2 .8 6 1 3 2 .5 4 5
1 3 8 .3 3 9 .7 2 5 .2 2 5 .2 2 4 4 4 4 .1 1 2 2 .9 2 2 .8 9 1 3 1 .1 6
6 4 4 4 5 .4 2 7 .4 2 6 .6 7 3 7 .4 3 7 .4 3 2 1 .9 2 1 .8 6 1 3 1 .0 3
7 4 0 .1 4 0 .1 1 2 5 .5 2 4 .6 7 4 2 .4 4 2 .5 8 2 2 .1 2 1 .2 7 1 2 9 .3 6 5
5 4 0 .7 4 0 2 7 .2 2 7 4 0 .8 3 9 .8 2 1 .8 21 1 2 9 .1 5
Table 10.4 shows the mean team scores calculated from the TCI software and SPSS 
analysis originally shown in table 8.19 (section 8.61) which have been totalled and 
divided by two. The Hotel G team (group 9) and Hotel company 1 Human Resources 
team were highly ranked, but the team which was judged to be the most successful, 
Hotel C (group 6) was only ranked sixth in this table. On the other hand, group 5 
(Hotel B) which failed to submit a report, was graded last. This offers moderate 
support for the use of the TCI instrument as a predictor of team effectiveness.
10.3 Managing change through teams
The third question in ehapter 3 (section 3.8) addresses the effectiveness of self- 
managed teams in hotels as a means of promoting eontinuous improvement, employee 
motivation and self-development. Following the sueeess of Japanese manufaeturers in 
faeilitating optimal deeision-making by involving groups (Ansoff et al 1976), some 
firms (particularly in manufacturing industries) tried quality eircles as a method of 
eontinuous improvement. Johns (1994) describes some techniques used in a study of 
quality circles in hotels as ineluding brainstorming, mind mapping and eause and 
effeet analysis. These are similar to those methods adopted in the aetion researeh 
meetings in this study. Stewart and Johns (1996: 28) reeount that the training officer 
in a study submits that the advantages of quality eireles are:
241
Discussion o f the research findings
• solving problems and improving serviee
• benefiting guests
• involving everyone in the team
Despite these benefits, Stewart and Johns (1996: 33) report that one hotel in the study 
disbanded the quality eireles structure as a short-term reaetion to an eeonomic 
downturn, but they remark that:
“It should be noted that the lack o f quality circles does not necessarily prevent 
individual front-line employees from suggesting and implementing service 
quality improvements. Both hotels (in the study) have also maximised the 
effectiveness o f their quality improvement process by concentrating upon their 
organisational culture
There is evidenee in the literature from a number of companies that quality eireles ean 
form an important part of a quality strategy in a range of company setting including a 
health seienee eompany (Edwards and Hodgson 1994), a eomputer services company 
(Sinclair and Arthur 1994), a producer of hydraulic hoses (Zetie et al 1994) and an 
information technology company (Johns and Chesterton 1994). In the early 1980s and 
organization ealled the National Society for Quality Circles (NSQC) was set up whose 
aim was to:
“Develop and sustain ‘Quality Circles ’ as a means o f  participation to network 
their activities and develop their activities together 
Teare (1996: xvii)
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The NSQC’s title ehanged in 1989 to the National Society for Quality through 
Teamworking (NSQT) whose aim, aeeording to Teare (1996: xvii) is:
“To encourage mutual support o f its member companies who are each seeking 
to enhance their business by utilizing the creative ability o f  their total 
worlforce
The NSQT have developed, in partnership with sponsoring organisations, a set of 
award schemes for excellence in seeking and implementing effeetive solutions in their 
area of responsibility. Although the membership is mostly drawn from manufaeturing 
organizations, there are increasing signs of serviee-based eompanies who are 
espousing this method of continuous improvement. Teare et al 1994 and 1997 inelude 
aceounts of teamworking exeellence from service eompanies in the UK and North 
America involved in eomputer and finaneial services as well as information and 
telephone serviees. The researeher has personally attended two such award ceremonies 
and been involved with writing about two examples of good practiee (Ingram 1997: 
Ingram 1998: in press). These experiences have left the researeher with an impression 
of the positive power that self-directed teams ean generate and of the enthusiasm that 
can accompany such initiatives.
In this study, the meetings presented a challenge to the researcher beeause of the 
individual eharaeter of each team and the need to work with the operational exigencies 
of the moment. This individuality suggests that hotel teams may not readily respond to 
inflexible teamworking sessions run by an non-company facilitator. The high dropout 
rate may be related to the style of facilitation, the team balance or perhaps is related to 
the nature of hotels or hotel workers. The high male dropout rate may have some 
connection to the levels of practical and technical skills shown by back of house staff, 
especially those employed in kitchen and maintenance departments. Table 7.5 in 
chapter 7 showed the relationship between the rate of attendance and the production of 
a final report. Hotel C showed the best attendance of 86% and also was judged to have 
produced the best report, while Hotel D at 74% also produced a report and attended 
the teamworking presentations.
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The action research meetings were beset by many circumstantial problems that 
affected attendance, member interest and outcomes. The indicative evidenee suggests 
that the winning team (Hotel C) displayed strong support for each other as well as 
capable leadership by educated and experienced team members. There was also 
evidence that staff at Hotel C regarded their jobs as permanent and many were multi­
skilled. In addition to the size, balance and skills of hotel teams, successful 
teamworking may also be dependent on mental abilities of team members (Belbin 
1980).
10.4 Limitations of the study
Despite careful planning to address issues of credibility, validity, reliability and 
rigour, this study may be said to be constrained by some limitations. The findings 
would have been more generalisable if the sample was more broad and not restricted 
to two firms of multi-unit hotels. On the other hand, greater breadth would have 
affected depth. Time, access to participant and financial constraints all acted against 
both breadth and depth. The findings ean only be said to be applicable to one type of 
operation, perhaps only in one geographical area and more researeh is needed to relate 
this study to, for example, independently owned hotels of various sizes and locations.
Hotel eompany 1 collaborated enthusiastically with the research project and unit 
managers decided the choice of participants. While this assisted with the logistics of 
the study, it also may have contributed to sample bias. As aetion researeh requires 
participation by all the contributors, sample error is a trade-off against eo-operation. 
Those participants who expressed a desire to contribute may have been prompted by a 
range of motivations; for example ambition, frustration, sycophancy and negativity. 
Care was taken to minimise criticisms of aetion researeh on the grounds of rigour and 
the framework offered by Eden and Huxham (1996) in table 5.4 (chapter 5, section 
5.41) was mostly addressed. The main limitation in this framework was that, while the 
researcher was concerned with the theory, many of the participants were not. Some 
had the capabilities and motivations to participate in critical discourse, and other did 
not. This suggests that action research meetings should have been restricted to 
managers or that the participants should have been chosen more carefully, but this
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may have skewed the findings towards a management orientation. The high drop-out 
rate in action research meetings may be explained by this theoretical approach or 
perhaps by the way that they were facilitated by the researcher. Factors such as the 
range of intellectual capabilities, the practical orientation of some participants, the 
length of timescale and the time of the year may also have affected the motivation to 
participate. This deterioration affected the number of completed reports and thwarted 
the original intention to use TCI questionnaires at the end of the process. Although the 
action research method used did not involve simultaneous aetion and research, the 
researeh methodology helps with the conclusion that the aetion researeh process is 
difficult to manage effectively.
The use of the TCI questionnaires in this study was both illuminating and restrictive. 
It was decided to use this reliable instrument in its generic anonymous form to enable 
valid comparisons be made between hotel and other groups. This limited the analysis 
of respondents beeause it also precluded cross-eorrelations of independent variables 
such as age, gender and length of service. Another limitation follows Eden and 
Huxham’s (1996) contention that the history and context of the action research project 
must be taken as critical for the likely range of validity and applicability of the 
findings. The findings suggest that each unit demonstrates a set of eontext-speeific 
perceptions of actuality and reality rather as those suggested by Kelly (1955) for 
individuals. In the light of structural changes within Hotel eompany 1, these 
perceptions may be said to represent a ‘snapshot’ at a particular point in time. This 
limitation should be recognised in future researeh in this area.
10.5 Conclusions
This chapter has discussed some of the complex issues arising from the qualitative 
and quantitative data produced in this study. Many of the participants emphasise the 
importance of working together in teams, but perceive teamworking in their specific 
unit context, often according to responsibility and status. There was a widely held 
view that communication is both a problem and a solution to effective working in the 
units. Participants offered a range of solutions, again according to managerial 
responsibility that were mapped in the forms of systems diagrams and a grid showing
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people or customer focus. Although it is difficult to select one team as a role model of 
sueeessfiil teamworking, the systems view suggested in figure 10.6 is an amalgam of 
the positive eharacteristics of every unit in the study. Team members felt that the 
Belbin (1981) role framework aeeurately represents their team role and personalities, 
but the framework did not completely relate to team success as judged by the panel.
The action research meetings were affected by problems of attendance and completion 
rates that cast doubt as to the use of this technique in the operations-eentred context of 
hotel units. Perhaps the membership of such continuous improvement groups is a 
critical factor.
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Chapter 11 
Conclusions from the study
This chapter draws together the findings of the study in a set of conclusions, the main
points of which are as follows:
• There is little evidence of effeetive teamworking in hotels studied
• Problems of conflict and communication create gaps between people, frustrations 
and vicious circles in hotels
• Solutions to problems are perceived differently by hotel workers, according to job 
type. The eharacteristics of the hospitality industry tend to complicate the search 
for ideal, generalisable solutions
• Effeetive teams in the study seem to emerge largely through their own efforts
• The perceived team climate in hotel teams studied is generally worse than in other 
organizational teams
• The greatest differences between hotel teams in the study and other and other 
organizational teams are on the TCI scales of Vision and Task Orientation with 
least difference in Participative Safety
• The Hotel G team scores well on the TCI instrument and may offer a benchmark 
model of teamworking in multi-unit hotels
• There is support for the use of the TCI as a psychometrically credible measure and 
a moderate predictor of team effectiveness
• The action research technique was moderately successful but may not provide a 
relevant medium of eontinuous improvement in all hotel contexts
11.1 Evidence of teamworking
Although it is difficult to generalise confidently from a sample of this size, this study
has helped to east some light on the multi-dimensional concept of teamworking as it
applies in the hotel context. Most of the hotel teams in the study did not exhibit the
247
Conclusions from the study
characteristics of effective teams suggested in the literature. There was little evidence 
of the following eharacteristics of teams and teamwork:
• A unitary perspective (McGregor 1960: Douglas 1983)
• Co-ordination of activity (Larson and LaFasto 1989)
• Shared purpose (Adair 1988)
• Organized eo-operation (Oxford University Press 1988)
The groups in this study support Bennett’s (1994) view that all groups do not behave 
as teams nor fulfil Hartley’s (1997) view of ‘groupness’. In some hotels in the study, 
diametrically opposite behaviour to teamwork was observed; for example different 
perceptions of eompany vision, conflict behaviour and communication breakdowns. 
The perceived gulf between managers and staff may be a key influencer of effective 
teamworking as described by the characteristics above and this may contribute 
towards such sub-optimal organizational behaviour.
11.2 Problems
Teams in the study characterised effective working by the absence of problems in 
communication with staff, management and customers and by achieving outputs such 
as customer satisfaction. Ineffective teamworking gives rise to finstrations and may a 
contributor to staff turnover in hotels. The respondents perceive that many of the 
problems that constrain effective working in the hotels studied are outside their 
control and there is a recognition that they are caught in a vicious circle from which 
there is no easy escape. There seem to be irreconcilable tensions between the need to 
be operational (doing the job and serving customers) and the need to plan, improve 
and communicate.
11.3 Solutions
While the literature emphasises that effective teams ean be eharaeterised by unitary 
behaviour and common purpose, this behaviour was not evident in many of the hotels 
studied. There was agreement about the importance of teamworking and its aims and
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relationships but disagreement about how this should be achieved and by whom. It 
seems clear that many authors in this subject and the practitioners in this sample 
perceive teamworking as a way to more effective working, but that it is difficult to 
achieve. The academic perspective stresses the benefits of teamworking, especially in 
the manufacturing sector, but there is insufficient longitudinal research to suggest that 
it has a long-term role to play in ongoing quality strategies. Further, some of the 
literature solutions fail to take account of the specific characteristics of the hotel 
sector and the constraints that are placed by operations of different standards.
11.4 Effective teams
There is conflicting information between the qualitative and quantitative data as to 
evidenee of team effectiveness. Hotel C was judged by the panel to be the winning 
team, but in the aggregated TCI scores, they ranked only seventh (of nine). One 
explanation may be that the report by Hotel C sent out positive, non-threatening 
messages that appealed to the panel. The evidenee of Hotel C suggests that this team 
exhibits unitary and supportive behaviour that arose largely from their own efforts, 
with only moderate and passive support from management. This reinforces the 
difficulty for managers to create the conditions for teamwork to flourish in hotel units. 
The Belbin team role framework was perceived by the respondents as being accurate 
and proved to be a moderate predictor of team effectiveness. If, however, work teams 
develop beeause of a developing ‘insider’ culture that protects members and 
effectively filters out ‘others’, the Belbin framework ean be used as a tool of analysis 
rather than selection.
The hotels in the study, as units, do not seem to perceive themselves to be integrated 
teams, but rather as sets of disparate groups who undertake different tasks. This 
phenomenon is evidenced by the ‘them and us’ perceptions and by the differences in 
TCI scores by unit and head office staff. In that sense, the hotels studies may not be 
regarded as effective teams.
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One key characteristic of Hotel C’s effeetive communication and supportive 
behaviour is its multi-skilled workers, especially supervisors and heads of 
departments. This reinforces the importance of these job categories as bridging gaps 
between staff and management especially in delayered organizational structures.
11.5 Comparisons with other organizational teams
The lower scores of hotel teams compared to teams in other organizational settings 
suggest that the conventional concept of teamworking as defined by Adair (1988) and 
Katzenbaeh and Smith (1993) in ehapter 3 may not apply to some hotels. Factors such 
as eonfiiet, poor communication and unclear objectives are contrary to the conceptual 
model of co-operation and unitary behaviour. The traditional and hierarchical model 
of hotel operations may act against the development of optimal teamworking and the 
evidence from Hotel eompany 2 is that this must begin with a clear strategic vision by 
management. Hotel work is complicated by problems such as seasonality and shift 
work that ean constrain the development of the successful working relationships that 
characterise effeetive teamworking. The teams involved in the study intimated that 
communication is the key to teamworking and that there should be more opportunities 
for positive interaction. One barrier to effective teamworking by hotel staff is a lack of 
understanding towards each other, towards their work and towards the customer. 
Better understanding of each other can be achieved through training, opportunities for 
multi-skilling, staff appraisals and socialisation. Staff ean gain better understanding of 
their work through effeetive briefings, training and by awareness of brand and unit 
objectives. Greater customer interaction, as exemplified by Hotel eompany 2, ean 
assist in minimising the frustration caused by guest complaints and so promote greater 
consumer satisfaction.
11.6 Hotel company 2
The evidenee from the unit in Hotel Comany 2 studied is that innovative teamworking 
strategies ean help to reduce labour costs in hotels, but that individuals may suffer 
stress beeause of greater responsibility. Both their unit-specific approach and the
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evidence from other hotels suggest that teamworking strategies should be based on a 
loose framework and implemented on a contingency basis by unit managers. 
Teamworking ean benefit multi-unit companies through reduced labour costs, but 
these eompanies need to provide empowered staff with commensurate extrinsic and 
intrinsic rewards.
11.7 The TCI instrument
The study underpins the accuracy of the TCI software in computing team scores and 
the reliability of this instrument as a psychometrically-eredible measurement of team 
climate. There is moderate support for its use as a predictor of team effectiveness with 
the hotel groups. The TCI could provide a methodology for further research into 
teamwork in hotels.
11.8 Action research
Although the action research methodology generated many useful insights and ideas, 
its use as a means of continuous improvement in employee teams may be limited. The 
high drop-out rate was affected by the imperatives of hotel operations and the various 
motivations of some participants. Perhaps this technique may work better with teams 
of managers, but the Belbin roles and mental capabilities would need to be carefully 
balanced before such teams might need to be formed. On the other hand, problem­
solving teams might need to formed on a contingency and ad hoe basis that could 
prevent such pre-planning.
11.9 Conclusions
The view of teams and teamwork offered by many authors in the literature is at 
variance with the realities of working in hotels as shown by the study. There is little 
empirical evidence in the literature of approaches to sustaining teamworking 
initiatives after the initial ‘novelty value’ has worn off. The concept and meaning of 
teams in the context of the hospitality industry have yet to be specified accurately or.
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indeed, if teamworking has a plaee in this complex and high-pressured industry. These 
responses pose some questions about the relationship between unit size and 
teamwork, but perhaps the heterogeneity of the hospitality industry may preclude the 
development of globally applicable generic solutions. The way break into this cycle is 
perceived differently by managers and staff, again underlining perceptual gaps. 
Perhaps, breakthroughs must begin with enlightened strategies by management who 
can develop the well of enthusiasm and ideas that exists in their units. Effeetive 
teamworking is universally seen to be a desirable goal, but it is not achieved easily.
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Chapter 12 
Recommendations and directions for future research
12.0 Introduction
This final section suggests some implications of the eonelusions presented in ehapter 
11, possible directions for future research and some personal comments.
12.1 Recommendations
Chapter 11 concluded that most of the Hotel company 1 teams in the study did not 
work together effectively beeause of problems of eonfiiet and communication. It was 
suggested that the distinctive nature of hotel operations is a complicating factor and 
that there was a perception of confusion following the decision to re-structure hotel 
units in regional clusters. The need for change was recognised by the Hotel company 1 
UK Human Resources Director (1997: 1):
“The fact that Hotel company 1 was experiencing a 64% turnover in sta ff last 
year - at a cost o f  £640per head - meant that something was very wrong”.
This was the impetus for changing the operational structure and organising them into 
teams. The company’s Training and Development Manager Judith Thomas (1977: 2) 
reports a new teamworking initiative:
“Team managers - we have 900 o f  them - will receive a three-day training 
programme to give them the skills to offer practical staff development. 
Learning to work and develop teams and to recruit the people to deliver our 
service values will make a real business impact”.
This study suggests that the traditional structure and management of hotels may act 
against the co-operative working practices that may be required in a more demanding 
competitive business environment. Dynamic, flexible and forward-looking human
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resource strategies, as exemplified by Hotel company 2, may provide a way for hotels 
to become more market-oriented. Such changes must begin with a clear vision by 
formulators of strategy who must also eommunicate downwards so that the vision 
remains clear, but is accepted at unit level. The loose form of strategy and 
involvement by Hotel company 2 hotel managers may be an effeetive way to ensure 
unit involvement. Another lesson from Hotel eompany 2 is that multi-unit firms need 
to look carefully and eritieally at operational structures to ensure that they do not 
inhibit eross-functional eommunieation.
The study has reinforced the central role of the team leader in the translation of 
eompany vision and the implementation of multi-unit eompany strategy. In the context 
of hotels, first-line supervisors and heads of department are the team leaders on whose 
shoulders team effectiveness may depend and this suggests that training should focus 
in this area. The cyclical, iterative and quotidian nature of hotel work requires, more 
than anything, enthusiasm and motivation especially in this key team leader roles.
12.2 Directions for future research
The study implies that the hotel sector is in need of more operations-related research 
to find ways of resolving long-standing problems that characterise them. If 
teamworking is a strategy that can reduce labour cost and staff turnover, it must be 
more systematically and longitudinally researched so that it ean be better understood 
and effectively employed in the future. One danger of implementing a teamworking 
strategy is that it may be seen by some managements purely as a cost strategy and 
therefore felt to be exploitative by employees. As McDuffie and Krafcik (1992) 
remark, lean production is dependent on human resources and will quickly deteriorate 
unless a culture of reciprocity is created in which workers can contribute to process 
improvement. Further, Pfeifer’s (1994: 25) comments about the disadvantages of 
using contingent employees apply directly to the hotel sector.
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Pfeffer concludes that:
“The use o f  contingent workers also affects the likelihood o f the 
organization’s obtaining strategic advantage through training and the 
development o f a skilled worlforce
This suggests that hotel companies should more carefully researeh the use of 
contingent workers as well as the nature of individual and team pay structures. If 
teams are held by organizations to be important, the compensation and appraisal of 
team members should be based on team results as well as individual performance.
12.3 Conclusions and personal comments
It may be suggested that many organizations are seeking ‘quick fix’ solutions to 
intractable and long-standing problems. One reason for the failure of quality 
accreditation through process specification in the UK hospitality industry is the 
complexity of serviee delivery systems. The attractiveness and profitability of low- 
service operations such as budget hotels are testament to this complexity. 
Nevertheless, hotel customers are demanding better facilities and service, and this 
must be matched by greater efforts on the part of operators to manage serviee more 
effectively. The interest expressed by UK hotels in the Investors in People 
accreditation scheme is a positive step in obtaining competitive advantage through 
people, but this must be matched by more fundamental research into strategies for the 
future.
255
References
References
Adair, J. (1986) Effective Teambuilding, Aldershot, Hants. Gower.
Adair, J. (1988) The Action-Centred Leader, The Industrial Society, London.
Adam, M.I. and Maxwell, G.A. (1995) ‘Hospitality management in the 1990s’, in: 
Services Management: New Directions, New Perspectives, Teare, R. and 
Armistead, C.(Editors), Cassell, London.
Agar, M.H. (1980) The Professional Stranger: An Informal Introduction to 
Ethnography, Academic Press, San Diego.
Agrell, A. and Gustafson, R. (1994) ‘The Team Climate Inventory and group 
innovation: A psychometric test on a Swedish sample of work groups’. Journal 
o f Occupational Psychology, Vol. 67, pp. 143-151.
Agrell, A. and Gustafson, R. (1996) ‘Innovation and creativity in work groups’, in 
West, M.A. (Editor) Handbook o f Work Group Psychology, Wiley, Chichester, 
Chapter 13, pp. 317-396.
Aguillar, F. (1967) Scanning the Business Environment, MacMillan, New York.
Allen, R. K. (1997) ‘Lean and mean: workforce 2000 in America’, Journal o f  
Workplace Learning, Vol. 9 No. 1, pp. 34-43.
Alpert, B. and Smith, P.A. (1949) ‘How participation works’. Journal o f  Social 
Issues, Vol. 5, pp. 3-13.
Anderson, N. and Thomas, H.D.C. (1996) ‘Work group socialization, in West, M.A. 
(Editor), Handbook o f Work Group Psychology, Wiley, Chichester, Chapter 17, 
pp. 423-450.
Anderson, N. and West, M. (1996) ‘The Team Climate Inventory: Development of the 
TCI and its applications in teambuilding and innovativeness’, European Journal 
o f Work and Organizational Psychology, Vol. 5, No. 1, pp. 53-66.
Anderson, N.R. and West (in press) ‘Measuring climate for work group innovation: 
development and validation of the Team Climate Inventory’, Journal o f  
Organizational Behavior.
Anderson, N.R. and West, M.A. (1994a) ‘The personality of teamworking’. Personnel 
Management, November, p. 81.
256
References
Anderson, N.R. and West, M.A. (1994b) Team Climate Inventory Manual and User’s 
Guide, NFER-Nelson, Windsor.
Anonymous (1997) ‘Update: developments’. The Journal o f Performance through 
People, Vol. 4, No. 3, Spring.
Ansoff, H.I, Declerk, R.P. and Hayes, R.L.(1976) From Strategic Planning to 
Strategic Management, Wiley, New York.
Ansoff, H.I. (1972) ‘The concept of strategic management’. Journal o f  Business 
Policy, Vol. 2, No. 4, p.2.
Ansoff, H.I. (1979) Strategic Management, Wiley, New York.
Ansoff, H.I., Deelerk, R.P. and Hayes, R.L. (1976) From Strategic Planning to 
Strategic Management, in: Ansoff, H.I., Declerk, R.P. and Hayes, R.L. (Editors) 
From Strategic Planning to Strategic Management, John Wiley, London, pp.
39-78.
Antantaraman, V. (1984) ‘Teambuilding’, in Antantaraman, V., Chong, L, 
Richardson, S. and Tan, C. (Editors) Human Resource Management: Concepts 
and Perspectives, Singapore University Press, Singapore.
Arajs, B. (1991), ‘Testing the teamwork theory’. Graphic Arts Monthly, Vol. 63 No. 
60, p.76.
Argenti, J. (1974) Systematic Corporate Planning, Nelson, London.
Argyris, C. (1985) Action Science: Concepts, Methods and Skills for Research and 
Intervention, Jossey-Bass, San Francisco.
Babington-Smith, B. and Farrell, B. (1979) Training in Small Groups, Pergamon, 
Oxford.
Bales, R.F. (1950) Interaction Process Analysis: A Method for the Study o f  Small 
Groups, Addison-Wesley, New York.
Bannister, D. (1969) ‘A psychology of persons’, Vgw Society, Vol. 6, pp. 895-897.
Barham, K., Fraser, J. and Heath, L. (1988) Management for the Future, Ashridge 
Management Research Group and Foundation for Management Education, 
Berkhampstead.
Bamer, R. (1989) ‘The right tool for the job’. Training and development Journal, Vol. 
43, pp. 46-51.
257
References
Barry, W. (1994) ‘The Japanese concept of proper place’. Lecture given at Thames 
valley University, Ealing Campus, 3rd. November.
Bass, B.M. (1960) Leadership, Psychology and Organizational Behaviour, Harper 
and Row, New York.
Bates, D.L. and Dillard, J.E. (1992) ‘Wanted: a strategic planner for the 1990s, 
Journal o f  General Management, Vol. 18 No. 1, pp. 51-62.
Beckhard, R. and Harris, R.T. (1977) Organizational Transitions: Managing Complex 
Change, Addison-Wesley, New York.
Beech, J.R. and Harding, L. (1990) Testing People: A Practical Guide to 
Psychometrics, NFER-Nelson, Windsor.
Belbin, R.M. {\9^\),_Management Teams: Why they Succeed or Fail, 9th. reprint 
(1991), Butterworth-Heinemann, Oxford.
Belbin, R.M. (1993), Team Roles at Work, Butterworth-Heinemann, Oxford.
Belbin, R.M., Aston, R.M. and Mortram, D. (1976) ‘Building effective management 
teams’. Journal o f General Management, Vol. 3, pp. 23-29.
Benne, K.D. and Sheats, P. (1948) ‘Functional roles of group members’. Journal o f  
Social Issues, Vol. 4, pp. 41-49.
Bennett, R. (1994) Organisational Behaviour, 2nd. edition. Pitman, London.
Blake, R. and Mouton, J. (1961) Group Dynamics - Key to Decision Making, Gulf, 
Houston.
Blake, R. and Mouton, J. (1964) The Managerial Grid, Gulf, Houston.
Blake, R., Shepard, H.A. and Mouton, J. (1964) Managing Intergroup Conflict in 
Industry, Gulf, Houston.
Bonner, K. (1959) Group Dynamics: Principles and Applications, Ronald Press, New 
York.
Bradford, J. (1995) ‘Role change: are you wasting talent?’ Management Development 
Review, Vol. 8 No. 6, pp. 9-12.
Bradford, L.P., Gibb, J.R. and Benne, K.D. (1964) ‘Two educational innovations’, in: 
Bradford, L.P., Gibb, J.R. and Benne, K.D. (Eds.) T-Group Theory and 
Laboratory Method: Innovation in Re-Education, Wiley, New York, pp. 1-14.
258
References
Brander-Brown, J. and Harris, P.J. (1995) ‘Organisational culture and control: 
implications for the hospitality industry’, in Teare, C. and Armistead, C. Service 
Management: New Directions, New Perspectives, Cassell, London.
Braverman, H. (1974) Labor and Monopoly Capital: The Degradation o f  Work in the 
Twentieth Century, Month Review Press, New York.
Brindle, L. (1992) ‘Handing out the oscars: a new look at team building’. Human 
Resources, Vol. 14, pp. 92-96.
Bromley, D.B. (1984) The Case Study Method in Psychology and Related Disciplines, 
Wiley, New York.
Buhler, P. and McCann, M. (1989), ‘Building your management team’, (Part 1), 
Supervision, Vol. 50 No. 9, pp. 14-15, 26.
Burawoy, M., Burton, A., Ferguson, A.A., Fox, K.J., Gamson, J., Gartrell, N., Hurst, 
L., Kurtzman, C., Salzinger, Sciffman, J, Ui, S. (1991) Ethnography Unbound: 
Power and Resistance in the Modern Metropolis, University of California Press, 
Berkeley.
Bumingham, C., West, M.A. (1995) ‘Individual, climate and group interaction 
processes as predictors of work team innovation’. Small Group Research, Vol. 
26 No. 1, February, pp. 106-117.
Bums, T. and Stalker, G.M. (1961) The Management o f Innovation, Tavistock, 
London.
Buttle, F. (1986) Hotel and Foodservice Marketing: A Managerial Approach, Cassell, 
London.
Buzan, T. (1974) Use Your Head, BBC Books, London.
Buzzell, R.D. and Gale, B.T. (1987) The PIMS Principles - Linking Strategy to 
Performance, The Free Press, New York.
Carr, W. and Kemmis, S. (1986) ‘Becoming Critical: Education, Knowledge and 
Action Research ’, The F aimer Press, Lewes.
Cartwright, D. and Zander, A. (1968) Cartwright, D. and Zander, A. (Eds.) Group 
Dynamics: Research and Theory, Harper and Row, pp. 46 New York.
Cartwright, S. and lies, P. (1995) Review o f Personality Assessment Instruments 
(Level B) For Use in Occupational Settings, Leicester: British Psychological 
Society.
259
References
Cattrell, R.B. (1951) ‘New eoneepts for measuring leadership in terms of group 
syntdX\iy\ Human Relations, Vol. 16.
Central Statistical Office (1992), Standard Industrial Classification, HMSG, London.
Chance, P. (1989), ‘Great experiments in team chemistry’, Across the Board, Vol. 26 
No. 5, pp. 18-25.
Chandler, A.D. (1962) Strategy and Structure, Doubleday, New York.
Channon, D.F. (1978) The Service Industries: Strategy, Structure and Financial 
Performance, MacMillan, London, pp. 27-51.
Chivers, T.S. (1971) ‘Chefs and Cooks’, Doctoral Thesis, University of London, 
HCITB.
Chon, K.S. and Singh, A. (1993) ‘Current issues facing the US lodging industry’. 
International Journal o f  Contemporary Hospitality Management, Vol. 5 No. 3, 
pp. 3-9.
Coghlan, D. (1994) ‘Managing organizational change through teams and groups’. 
Leadership and Organization Development Journal, Vol. 15, pp. 18-24.
Coleman, R. (1987) An Examination and Synthesis o f Factors Central to Team 
Success, Unpublished work, University of Denver.
Cooley, C.S. (1909) Social Organization, Scribner, New York.
Costa, J. (1997) ‘A Study of Strategic Planning and Environmental Scanning in the 
Multi-Unit Portuguese Hotel Sector’, Unpublished PhD thesis. University of 
Surrey, Guildford.
Covey, S.R. (1992) The Seven Habits o f Highly Effective People: Powerful Lessons in 
Personal Change, Simon and Schuster, London.
Crawford-Welch, S. (1990) ‘An empirical examination of mature serviee 
environments and high performance strategies within those environments: the 
case of the lodging and restaurant industries’, Virginia Polytechnic Institute and 
State University.
Cronbach, L.J. (1975) ‘Beyond the two disciplines of scientific psychology’, 
American Psychologist, Vol. 30, pp. 116-127.
Cronbach, L.J. (1982) ‘Prudent aspirations for social enquiry’, in Kruskal, W.H. 
(Editor) The Social Sciences: Their Nature and Uses, University of Chicago 
Press, Chicago.
260
References
Cunningham, I. (1994) ‘Against team building’. Organisation and People; Successful 
Development, Vo\. 1, 13-16.
Dalton (1959) Men who Manage, Wiley, New York.
Dann, D.T. and Hornsey, T. (1986) ‘Towards a theory of interdepartmental eonfiiet in 
hotels’. International Journal o f Hospitality Management, Vol. 5, pp. 23-28.
Davis, J.H. (1969) Group Performance, Addison-Wesley, Reading.
Davis, S.M. (1984) Managing Corporate Culture, Ballinger, Cambridge, Mass.
Deal, T.E. and Kennedy, A.A. (1988) Corporate Cultures: The Rites and Rituals o f  
Corporate Life, Penguin, London.
Denison, D.R. (1990) Corporate Culture and Organisational Effectiveness, Wiley, 
New York.
Denzin, N.K. (1978) The Research Act: A Theoretical Introduction to Sociological 
Methods, McGraw-Hill, New York.
Department of National Heritage (1996) Tourism: Competing with the Best 3: People 
Working in Tourism and Hospitality, DNH, London.
Desombre, T.R. (1997) Unpublished doctoral thesis. University of Reading.
Dev, C. (1988) ‘Environmental uncertainty, business strategy and finaneial 
performance: a study of the lodging industry’, Virginia Polytechnic Institute and 
State University.
Digman, L.A. (1990) Strategic Management - Concepts, Decisions, Cases, 2nd. 
edition. Richard D. Irwin, New York.
Donaldson, G. And Lorseh, J. (1983) Decision Making at the Top, Basie Books, New 
York.
Douglas, J. (1967) The Social Meanings o f Suicide, Princeton University Press, 
Princeton.
Douglas, T. (1983) Groups, Tavistock, London.
Dror, Y.(1971) Ventures in Policy Sciences. American Elsevier, New York.
Drueker, P. (1977) People and Performance, Heinemann, London.
Drucker, P.P. (1963) ‘Managing for business effectiveness’. Harvard Business 
Review, May/June, pp. 53-60.
Drueker, P.P. (1969) The Age o f Discontinuity, Harper and Row, New York.
261
References
Duncan, W J. (1991) ‘Why some people loaf in groups while others loaf alone % 
Academy o f Management Executive, Vol. 8, pp. 79-80.
Durkheim, E. (1953) Sociology and Philosophy, Cohen and West, London.
Dyer, W.G. (1987) Team Building: Issues and Alternatives, 2nd. edition, Addison- 
Wesley, Reading.
Easterby-Smith, M., Thorpe, R. and Lowe, A. (1991). Management Research: An 
Introduction, Sage Publications, London.
Eden, C. and Huxham, C. (1996) ‘Action research for management research’, British 
Journal o f Management, Vol. 7, pp. 75-80.
Eichelberger, R. T. (1989) Disciplined Inquiry: Understanding and Doing 
Educational Research, Longman, White Plains, NY.
Elliott, J. (1978) ‘What is action research in schools?’. Journal o f  Curriculum Studies, 
Vol. 10, pp. 355-357.
Elliott, J. (1980) ‘Action-research in schools: Some guidelines’, Norwich: University 
of East Anglia, Norwich.
Elliott, J. (1982) ‘Action research: A framework for self-evaluation in schools’. 
Working Paper No. 1, Schools Council, London.
Ellis, P. (1981) The Image o f  Hotel and Catering Work, HCITB Research Report, 
London.
Festinger, L., Schachter, S. and Back, K. (1950) Social Pressures in Informal Groups: 
A Study o f a Housing Project, Harper and Row, New York.
Fetterman, D.M. (1989) Ethnography Step By Step, Applied Social Research 
Methods, Vol. 17, Sage, Newbury Park, p. 11.
Fiol, C.M. and Huff, A.S. (1992) ‘Maps for managers: Where are we? Where do we 
go from here?. Journal o f Management Studies, Vol. 29, No. 3, pp. 269-285.
Fitzsimmons, J.A. and Sullivan, R.S. (1984) Service Operations Management, 
McGraw-Hill, London.
Foreman, P.B. (1948) ‘The theory of case studies’. Social Forces, Vol. 26 No. 4, pp. 
408-419.
Forsyth, D.R. (1983) Introduction to Group Dynamics, Brooks-Cole, Monterey.
Forte (UK) Ltd. (1996) Forte Leisure Breaks'. July 1996 to March 1997, 2nd. edition. 
Forte (UK) Ltd, Aylesbury.
262
References
Gabriel, Y. (1988) Working Lives in Catering, Routledge and Kegan Paul, London.
Galagan, P. (1986) ‘Work teams that work’. Training and Development, November, p. 
35
Garfinkel, H. (1976) Studies in Ethnomethodology, Prentice-Hall, Englewood Cliffs.
George, P. (1987),’Team building without tears. Personnel Journal, Vol. 66 No. 11, 
pp. 122-129.
Gibb, J.R. and Gibb, L.M. (1955) Applied Group Dynamics, National Training 
Laboratories.
Giddins, A. (1977) ‘Positivism and its critics’, in: Giddins, A. (Editor), Studies in 
Social and Political Theory, Hutchinson, London, pp. 28-29.
Gill, J. and Johnson, P. (1991) Research Methods for Managers, Paul Chapman 
Publishing, London.
Glaser, B.G. and Strauss, A.L. (1967) The Discovery o f Grounded Theory: Strategies 
fo r Qualitative Research, Aldine, Chicago.
Glaser, S. (1994) ‘The strategic imagination’. Management Decision, Vol. 32 No. 4, 
pp. 31-34.
Glass, N.M. (1991) Pro Active Management: How to Improve Your Management 
Performance, Cassell, London.
Goffman (1961) Encounters, Bobbs-Merril, Indianapolis.
Goffman, E. (1959) The Presentation o f Self in Everyday Life, Penguin, London.
Graham, P. (1991) Integrative Management: Creating Unity from Diversity, 
Blackwell, Oxford.
Greenley, G.E. (1986) ‘Does strategic planning improve company performance?’. 
Long Range Planning, Vol. 25 pp. 101-109.
Guba, E.G. and Lincoln, Y.S. (1981) Effective Evaluation, Jossey-Bass, San 
Francisco.
Gullen, H.V. and Rhodes, G.E. (1983) Management in the Hotel and Catering 
Industry, Batsford, London.
Gummesson, E. (1988) Qualitative Methods in Management Research, Chartwell- 
Bratt, Bromley.
Habermas, J. (1974) ‘Theory and Practice’, Edition translated by John Veirtel, 
Heinemann, London.
263
References
Hahn, D. (1991) ‘Strategic management - tasks and challenges in the 1990s’, Long 
Range Planning, Vol. 24 No. 1, pp. 26-39.
Halfpenny, P. (1982) Positivism and Sociology, Allen and Unwin, London.
Hapeslaugh, P.(1982) ‘Portfolio planning: uses and limits’. Academy o f  Management 
Review, Vol. 7 No. 1, p.45.
Hardin, P. (1985) ‘Generativity in middle adulthood’. Unpublished doctoral 
dissertation, department of Leadership and Educational Policy Studies, Northern 
Illinois University.
Hare, P. A. (1962) Small Group Research, The Free Press, New York.
Harris, P. (1994) Regional Forum: New Visions for Hospitality Operations 
Management, City College, Norwich, pp. 29-35.
Harris, P.R. and Harris, D.L. (1989) ‘High performance team management’. 
Leadership and Organization Development Journal, Vol. 10, pp. 28-32.
Harris, P.R. and Moran, R.T. (1979) Managing Cultural Differences, Gulf, Houston.
Hartley, J.F. (1996) ‘Intergroup relations in organizations’, in West, M.A. (Editor), 
Handbook o f Work Group Psychology, Wiley, Chichester, Chapter 16, pp. 397- 
422.
Hartley, P. (1997) Group Communication, Routledge, London and New York.
Harvey, LB. and Davis, S.A. (1972) ‘Some differences between laboratory and non­
laboratory organizations’, in: Dyer, W.G. (Editor) Modern Theory and Method 
in Group Training, Van Nostrand Reinhold, New York.
Heap, J. (1992) Productivity Management: A Fresh Approach, Cassell, London.
Heisenberg, W. (1927) ‘Uber den anschaulicheninhalt der quantentheoratischen 
kinematick und mechanik’, Keitschrift fur Physik, Vol. 43, pp. 172
Heymann, K. (1992) ‘Quality Management: A Ten-Point Model’, Cornell H  R. A. 
Quarterly, Vol. 33, pp. 50-60.
Hinkle, S. and Brown, R.J. (1990) ‘Intergroup comparisons and social identity: Some 
links and lacunae’, in: Abrams, D. and Hogg, M.A. (Editors.) Social Identity 
Theory: Constructive and Critical Advances, Harvester Wheatsheaf, Hemel 
Hempstead, pp. 48-70.
Hirschmann, A.O. (1970) ‘Voice and loyalty: responses to decline in firms’. 
Organizations and States, MA, Harvard University Press, Cambridge.
264
References
Hitchner, E. (1993) ‘A strategy for quality’, National Productivity Review, Vol. 14, 
pp. 573-579.
Hitt, W. (1988), The Leader-Manager: Guidelines for Action, Battelle, Columbus, 
Ohio.
Hofer, C.W. and Schendal, D. (1986) Strategy Formulation: Analytical Concepts, 
11th. reprint. West, New York.
Homans, G. (1950) The Human Group, Harcourt, New York.
Horak, B., Guarinc^Knight, C. and Kweder, S. (1991) ‘Building a team on the 
medical floor’. Health Care Management Review, Vol. 16, No. 2, pp. 65-71.
Hornsey, T. and Dann, D. (1984) Manpower Management in the Hotel and Catering 
Industry, Batsford, London.
Hotel and Catering Industry Training Board (HCITB) and MMD Consultants (1984) 
Statistical Review o f the Hotel and Catering Industry, HCITB, London.
Hotel and Catering International Management Association (1993) Survey o f  
Enrolments for Session 1992/3, Document 93/144, HCIMA, London.
Huff, A.S. and Schwenk, C. (1990) ‘Bias and sensemaking in good times and bad’, in: 
Huff, A.S. (Editor.) Mapping Strategic Thought, John Wiley and Sons, 
Chichester, pp. 89-108.
Hughes, J. (1990) The Philosophy o f  Social Research, 2nd. edition, Longman, 
London.
IPS International (1996) Team Learning System User’s Guide, Kempston, IPS 
International Ltd, Bedford.
Ingram, H. (1997) ‘Wellman International: Shaping and sustaining a vision of 
quality’, in Teare, R., Scheuing, E., Atkinson, C. and Westwood, C. (Editors) 
Teamworking and Quality Improvement, Cassell, London, Chapter 12, pp. 175- 
198.
Ingram, H. (1998) ‘Legal and General: Insurers who have woken up’, in Teare, R. 
(Editor) Achieving Quality Performance, Volume 3 (In press), Cassell, London.
Ingram, H., Teare, R., Armistead, C. and Sheuing, E. (1997) ‘A systems model of 
effective teamwork’, TQM Magazine, Vol. 9, No. 2.
International Labour Organization (1997) New technologies and Working Conditions 
in the Hotel, catering and Tourism Sector, International labour Office, Geneva.
265
References
Ivancevich, J.M. (1977) Organizational Behavior and Performance, Goodyear, Santa 
Monica.
Janis, I.L. (1972) Victims o f  Groupthink, Houghton-Mifflin, Boston.
Johns, N. and Lee-Ross, D. (1998 In Press) Research Methods in Service Industry 
Management, Cassell, London.
Johns, N. and Wheeler, K. (1991) ‘Productivity and performance measurement and 
monitoring’, in: Teare, R. and Boer, A. (Editors), Strategic Hospitality 
Management: Theory and Practice for the 1990s, Cassell, London, pp. 45-71.
Johnson, C. (1986), ‘An outline for team building: co-operation, collaboration and 
communication are the ingredients of an effective team’,. Training; The 
Magazine o f Human Resources Development, Vol. 23 (January), p.48.
Johnson, C. and Johnson, F. (1991), Joining Together: Group Theory and Group 
Skills, Prentice Hall, Englewood Cliffs.
Johnson, D.W. and Johnson, P.P. (1987) Joining Together: Group Theory and Group 
Skills, 3rd. edition. Prentice-Hall, Englewood Cliffs.
Johnson, G. and Scholes, K.(1993) Exploring Corporate Strategy: Text and Cases, 
3rd. edition., Prentice Hall International, Hemel Hempstead.
Johnston, R. (1988) ‘Services industries: improving competitive performance’.
Service Industries Journal, Vol. 8, No. 2.
Jones, P. (1996) Introduction to Hospitality Operations, Cassell, London.
Joseph, M. (1989) Sociology for Business, Blackwell, Oxford, p.5.
Joseph, M. (1989) Sociology for Business: A Practical Approach, Polity Press, 
Cambridge.
Jung, C.J. (1923) Psychological Types, Routledge and Kegan Paul, London.
Kanter, R.M. (1979) Men and Women o f the Corporation, Basic, New York.
Katzenbach, J.R. and Smith, D.R. (1992) ‘Why teams matter’. The McKinsey 
Quarterly pp. 3-27.
Katzenbach, J.R. and Smith, D.R. (1993) ‘The discipline of teams’. Harvard Business 
Review, March-April, pp. 111-120.
Kazemek, E. (1991), ‘Ten criteria for effective teambuilding’. Healthcare Financial 
Management, Vol. 45 No. 9, pp. 108-110.
266
References
Reiser, J.R. (1989) Principles and Practices o f Management in the Hospitality 
Industry, 2nd. edition. Van Nostrand Reinhold, New York.
Kiefer, C.F. and Senge, P.M. (1984) ‘Metanoic organizations’, in: Adams, J.D. 
(Editor), Transforming Work, Miles River Press, Alexandria, pp. 109-122.
Kinlaw, D.C. (1992) Continuous Improvement and Measurement for Total Quality: A 
Team-Based Approach, Business One Irwin, Homewood.
Kirkpatrick, T. and Smith, B. (1991), ‘Team development for real’. Industrial and 
Commercial Training, Vol. 23 No. 4, pp. 3-8.
Klein, J. (1956) The Study o f Groups, Routledge, London.
Knowles, T. (1994) Hospitality Management: An Introduction, Pitman, London.
Kolb, D.A. (1984) Experimental Learning, Prentice-Hall, Englewood Cliffs.
Kotter, J.P and Hesketh, J.L. (1992) Corporate Culture and Performance, The Free 
Press, New York.
Langford, G. (1973) ‘The concept of education’, in Langford, G. and O’Connor, D.J. 
(Editors), New Essays in the Philosophy o f Education, Routledge and Kegan 
Paul, London.
Larson, C.E. and LaFasto, F.M.J. (1989) Teamwork: What Must Go Right /W hat Can 
Go Wrong, Sage, Newbury Park.
Lashley, C. (1998) ‘Matching the management of human resources to service 
operations’. International Journal o f Contemporary Hospitality Management, 
Vol. 10, No. 1, pp. 24-33.
Lathrope, K.C.F. (1973) ‘Behavioural implications of management training’, in 
Humble, J. (Editor.) Improving the Performance o f the Experienced Manager, 
McGraw-Hill, Maidenhead, pp. 60-67.
Lau, B. (1988) ‘Reducing job stress through team building and positive management’, 
part II, Management Quarterly, Vol. 29, Winter, pp. 12-20.
Lawler 111, E.E. (1986) High-Involvement Management, Jossey-Bass, San Francisco.
Lawrence, P and Lorsch, J. (1967) Organization and Environment, Harvard Business 
School, Boston.
Leavitt, H.J. (1975) ‘Suppose we took groups seriously?’, in: Cass, E.L. and Zimmer, 
F.G. (Editors.) Man and Work in Society, Van Nostrand Reinhold, New York.
267
References
Lee-Ross (1996) ‘A study of seasonal hotels as occupational communities’, Doctoral 
Thesis, City College, Norwich.
Leontaides, M. (1982).,‘The confusing words of business policy’. Academy o f  
Management Review, Vol. 7, No. 1, pp. 45-48.
Lewin, K. (1946) ‘Action-research and minority problems’. Journal o f  Social Issues, 
Vol. 2.
Lewin, K. (1951) Field Theory in Social Sciences, Harper and Row, New York.
Lijphart, A. (1971) ‘Comparative politics and the comparative method’, American 
Political Science, Vol. 65, pp. 682-694.
Likert, R. (1961) New Patterns o f Management, McGraw-Hill, New York.
Likert, R. (1976) ‘Improving cost performance with cross-functional teams. 
Management Review, pp. 36-42.
Lincoln, Y.S. and Guba, E.G. (1985) Naturalistic Enquiry, Sage, Newbury Park.
Lindblom, R. (1959) ‘The science of “muddling through’” . Public Administration 
Review, American Society for Public Administration, Vol. 19, Spring, pp. 79- 
88 .
Loftland, J. {\91\) Analyzing Social Settings, Wadsworth, Belmont.
Louis, M. (1986) ‘Sourcing Workplace Cultures: Why, When and How?’, in Killman, 
R.H., Saxton, M.J. and Serpa, R. (Eds.), Gaining Control o f Corporate Culture, 
Jossey-Bass, San Francisco.
MacDuffie, J.P. and Krafcik, J. (1992) ‘Integrating technology and human resources 
for high performance manufacturing: Evidence from the international auto 
industry’, in Kochan, T.A. and Useem, M. (Editors) Transforming 
Organizations, Oxford University Press, New York.
Maddux, R. (1988) Teambuilding: An Exercise in Leadership, Crisp, Los Altos.
Magjuka, R.J. (1993) ‘The 10 dimensions of employee involvement’. Training and 
Development, April, pp. 61-67.
Maier, N. (1967) ‘Assets and liabilities in group problem solving’. Psychological 
Review, Vol. 74, No. 4.
Margerison, C.J. (1988) ‘Team management problem solving’, LMDS May/June, pp. 
12-14.
268
References
Margerison, D. and McCann, C. (1989) ‘Managing high-performance teams’. 
Training and Development Journal, Vol. 43 (November) p.52.
Margerison, D. and McCann, C. (1991) The Types o f Work Index, TMS (UK) Ltd, 
York.
Margerison, D. and McCann, C. (1995) Team Management: Practical New 
Approaches, Management Books 2000, Didcot, Oxon, p. xii.
Mars, G. and Nicod, M. (1984) The World o f  Waiters, George Allen and Unwin, 
London.
Mars, G., Bryant, D. and Mitchell, P. (1979) Manpower Problems in the Hotel and 
Catering Industry, Saxon House.
Maslow, A. (1954) Motivation and Personality, Harper, New York.
Mayo, E. (1933) The Human Problems o f  an Industrial Civilization, Division of 
Research, Graduate School of Business Administration, Harvard University, 
Boston.
Mayo, E. (1949) The Social problems o f an Industrial Civilization, Routledge and 
Kegan Paul, London.
McGregor, D. (1960) The Human Side o f Enterprise, McGraw-Hill, New York.
McKenna, S.D. (1994) ‘A culture instrument: driving organizational learning’. 
Leadership and Organization Development Journal^ 13, pp. 24-29.
McTaggart, R. and Kemmis, S. (1982) The Action Research Planner, Deakin 
University Press, Geelong, Victoria.
Medina, M.P. (1987) ‘Adult literacy in a rural settings: a family case study of literacy 
use and meaning’. Unpublished doctoral dissertation. Department of 
Educational Leadership, Florida State University.
Medlik, R. (1994) The Business o f Hotels, Butterworth-Heinemann, Oxford.
Medlik, R. and Airey, D.W. (1978) Profile o f the Hotel and Catering Industry, 2nd. 
edition, Heinemann, London.
Merriam, S.B. (1988) Case Study Research in Education, Jossey-Bass, San Francisco.
Miles, R.H. and Snow, C.C. (1978) Patterns in strategy formulation’. Management 
Science, Vol. 24, pp. 934-948.
Miller, G.A. (1969) The Psychology o f Communication, Penguin, Harmondsworth.
Mills, T.M. (1967) The Sociology o f  Small Groups, Prentice-Hall, Englewood Cliffs.
269
References
Mintzberg, H. (1976) ‘Planning on the left side and managing on the right’, in: 
Anonymous The Strategy Process; Concepts, Contexts, and Cases, Englewood 
Cliffs, Prentice-Hall International, pp. 715.
Mintzberg, H. (1991) ‘The effective organization: forces and forms’, Sloan 
Management Review, Vol. 32, pp. 54-67.
Mintzberg, H. (1994) The Rise and Fall o f  Strategic Planning, Prentice Hall, Hemel 
Hempstead.
Moore, J.I.(1992) Writers on Strategy and Strategic Management, Penguin, p.218.
Moreno, J.L. (1953) Who Shall Survive?, Beacon, New York.
Morton-Williams, J. (1985) ‘Making qualitative research work’, in Walker, R. 
(Editor), Applied Qualitative Research, Gower, Aldershot, Chapter 2, pp. 27-44.
Mullins, L. (1992) Hospitality Management: A Human Resources Approach, Pitman, 
London.
Nanus, B. and Lundburg, C.(1988) ‘Strategic planning’, Cornell Hotel and Restaurant 
Administration Quarterly, Vol. 29, No. 2, 1988, pp. 18-23.
National Economic Development Office (NEDO) (1986) Changing Working Patterns: 
How Companies Achieve Flexibility to Meet New Needs, National Economic 
Development Office, London, Vol. 1, pp. 26-29.
Newcomb, T.M. (1943) Personality and Social Change, Dryden, New York.
Nonaka, I. (1991) ‘The knowledge-creating company’. Harvard Business Review, 
November-December, pp. 96-104.
Novotel (1996) En Bref, Internal communication, Accor, Evry.
Nunnally, J.C. and Bernstein, I.H. (1994) Psychometric Theory, 3rd. edition, 
McGraw-Hill, New York.
Oakland, J.S. (1989) Total Quality Management, Butterworth-Heinemann, Oxford.
Ohmae, K.(1993) The Mind o f the Strategist: The Art o f  Japanese Business, McGraw- 
Hill, London.
Oja, S. and Smulyan, L. (1989) Collaborative Action Research, Farmers, New York.
Olsen, M.D. (1991) ‘Structural changes: The international hospitality industry and 
firm’. International Journal o f Contemporary Hospitality Management, Vol. 3, 
pp. 21-24.
Ouchi, W.G. (1981) Theory Z, Addison-Wesley, Reading, Mass.
270
References
Oxford University Press (1979) The Compact Edition o f the Oxford English 
Dictionary, Book Club Associates edition, Oxford University Press, Oxford, 
Vol. 2.
Oxford University Press (1988) The Oxford Paperback Dictionary, 3rd. edition, 
Oxford University Press, p.839.
Oxford University Press (1993) The Oxford Dictionary o f  Current English, Oxford 
University Press: Oxford.
Pannell Kerr Forster (1990) ‘Towards success and greater profits’. International 
Journal o f  Contemporary Hospitality Management, Vol. 2 No. 3, pp. i-iii.
Pascale, R.T and Athos, A.G. (1981) The Art o f  Japanese Management, Simon and 
Schuster, New York.
Pascale, R.T. (1990) Managing on the Edge: How Successful Companies Use Conflict 
to Stay Ahead, Penguin, London.
Patton, M.Q. (1990) Qualitative Evaluation and Research Methods, Second edition. 
Sage, Newbury Park.
Pearce, J.A. Ill and Robinson, R.B. Jr. (1988) Strategic Management - Strategy, 
Formulation and Implementation, Richard D. Irwin, New York.
Peters, T. (1987) Thriving on Macmillan, London.
Peters, T., Waterman, R. (1982) In Search o f  Excellence, Harper and Row, New York.
Peterson, D. Teamwork: New Management Ideas for the Nineties, Gollancz, London.
Pfeffer, J. (1983) ‘Organizational demography’ in Cummings, L.L. and Barry, M. 
(Editors), Research in Organizational Behaviour, Vol. 5, JAI Press, Greenwich.
Pfeffer, J. (1994) Competitive advantage through people: Unleashing the power o f  the 
workforce. Harvard Business School Press, Boston.
Pickard, J. (1993a) ‘How incentives can drive teamworking’. Personnel Management, 
September, pp. 26-32.
Pickard, J. (1993b) ‘The real meaning of empowerment’. Personnel Management, 
November, pp. 28-33.
Pizam, A. (1994) ‘Planning a tourism research investigation’, in Ritchie, J.R. and 
Goeldner, C.R. (Editors), Travel, Tourism and Hospitality Research: A 
Handbook for Managers and Researchers, John Wiley, Chichester, pp. 91-104.
Polanyi, M. (1983) The Tacit Dimension, Peter Smith, Magnolia, MA.
271
References
Pondy, 1. (1992) ‘Reflections on organizational conflict’, Journal o f Organizational 
Behavior, Vol. 13, pp. 257-261.
Porter, M.E.(1987) ‘From competitive advantage to corporate strategy’. Harvard 
Business Review, Vol. 65 March/April, pp. 43-59.
Purcell, J. (1987) ‘Mapping management styles in employee relations’. Journal o f  
Management Studies, Vol. 24, No. 5, pp. 533-548.
Quinn, J.B.(1980) Strategies for Change - Logical Incrementalism, Richard D. Irwin 
Inc, New York.
Quinn, J.B., Mintzberg, H. and James, R.M. (1988) The Strategy Process: Concepts, 
Contexts and Cases, Prentice-Hall, Englewood Cliffs.
Ratcliffe, J.W. (1983) ‘Notions of validity in qualitative research’. Knowledge: 
Creation, Diffusion, Utilization, Vol. 5, No. 2, pp. 147-167.
Reichel, A. (1983) ‘Strategic management: how to apply it to firms in the hospitality 
industry’. Service Industries Journal Vol. 3, No. 3, pp. 329-343.
Reichers, A.E. and Schneider, B. (1990), ‘Climate and culture: an evolution of 
constructs’, in Schneider, B. (Editor) Organizational Climate and Culture, 
Jossey-Bass, San Francisco.
Revans, R.W. (1971) Developing Effective Managers, Praeger, New York.
Revans, R.W. (1982) The Origins and Growth o f Action Learning, Chartwell-Bratt, 
Bromley.
Rhyne, L.C. (1956) ‘The relationship of strategic planning to financial performance’. 
Journal o f Strategic Management, Vol. 7, pp. 423-436.
Robbins, S. (1991), Organizational Behaviour: Concepts, Controversies and 
Applications, Prentice Hall, Englewood Cliffs, New Jersey.
Robbins, T. (1997) ‘Aiming for the next Millennium’, Forte UK, Autumn, Prescom, 
London.
Robson, C. (1993) Real World Research: A Source for Social Scientists and 
Practitioner-Researchers, Blackwell, Oxford.
Rosamond, B. (1997) ‘Staying power’. Caterer and Hotelkeeper, 24 April.
Rousseau, D.M. (1988) ‘The construction of climate in organizational research’, in 
Cooper, C.L. and Robertson, I.T. (Editors^ International Review o f Industrial 
and Organizational Psychology, Volume 3, Wiley, Chichester.
272
References
Rousseau, D.M. (1990) ‘New hire perceptions of their own and employers’ 
obligations: a study of psychological contracts’. Journal o f Organizational 
Behavior, Vol. 11, pp. 389-400.
Salaman, G. (1974) Community and Occupation, Cambridge University Press, 
Cambridge.
Salancik, G.R. and Meindl, J.R. (1984) ‘Corporate attributions as strategic illusions of 
management conXvoV, Administrative Science Quarterly, Vol. 29, pp. 238-254.
Sanger, J. (1996) The Compleat Observer? A Field Research Guide to Observation, 
Palmer, London.
Schaffer, J.D.(1986) ‘Structure and strategy: two sides of success’, Cornell Hotel and 
Restaurant Quarterly, February 1986, pp. 76-81.
Schein, E. (1968) ‘Organizational Socialization and the Profession of Management’, 
Industrial Management Review, Vol. 9, pp. 1-15.
Schein, E. (1969) Process Consultation: Its Role in Organization Development, 
Addison-Wesley, Reading.
Schein, E. (1985) Organizational Culture and Leadership, Jossey-Bass, San 
Francisco.
Schein, E. (1988) Organizational Psychology, 3rd. edition, Prentice-Hall 
International, Englewood Cliffs.
Schermerhom, J.R., Hunt, J.G. and Osborn, R.N. (1994) ‘Managing Organizational 
Behavior’, 5th. edition. John Wiley and Sons, New York.
Schermerhom, J.R., Hunt, J.G. and Osborn, R.N. (1995) Basic Organizational 
Behavior, Wiley, New York.
Schloeffer, S., Buzzell, R. and Heany, D.(1974) ‘Impact of strategic planning on profit 
performance’. Harvard Business Review, March/April.
Schon, D.A. (1983) The Reflective Practitioner, Temple Smith, London.
Schrader, C.B., Taylor, L. and Dalton, D.R.(1984) ‘Strategic planning and 
organizational performance: a critical appraisal. Journal o f Management, Vol. 
10, pp. 149-171.
Schütz, W. (1958) FIRO: A Three Dimensional Theory o f Interpersonal Behaviour, 
Rinehard and Co, New York.
273
References
Segal-Hom, S. (1995) ‘Core competence and international strategy in service 
multinationals’, in: Teare, R. and Armistead, C. (Editors), Service Management: 
New Directions, New Perspectives, Cassell, London.
Senge, P.M. (1990) The Fifth Discipline: The Art and Practice o f  the Learning 
Organization, Century Business, London.
Seth, A. and Thomas, H. (1994) ‘Theories of the firm: implications for strategy’. 
Journal o f  Management Studies, Vol. 31.
Shamir, B. (1975) ‘A study of working environments and attitudes to work of 
employees in a number of British hotels’. Doctoral Thesis, London School of 
Economics, London.
Shaner, M.C. (1978) ‘The nature of hospitality managers’, Cornell Hotel Restaurant 
and Administration Quarterly, November, pp. 65-70.
Shaw, M.E. (1981) Group Dynamics, 3rd. edition, McGraw-Hill, New York.
Sherif, M. (1936) The Psychology o f Social Norms, Harper, New York.
Sherif, M. and Sherif, C.W. (1956) An Outline o f Social Psychology, Revised edition. 
Harper and Row, New York.
Sherif, M., Harvey, O.J., White, B.J., Hood, W.R. and Sherif, C. (1961) Intergroup 
Conflict and Co-operation: the Robbers’ Cave Experiment, Okla. University 
Book Exchange, Norman.
Singleton, R.A, Straits, B.C, Straits, M.M. (1993) Approaches to Social Research, 
Oxford University Press, Oxford, p.316.
Smith, L.M. and Kleine, P.P. (1986) ‘Qualitative research and evaluation: 
triangulation and multimethods reconsidered’, in Williams, D.D. (Editor), 
Naturalistic Evaluation, Vol. 30, New Directions for Program Evaluation, 
Jossey-Bass, San Francisco.
Smith, P.B. (1973) Groups within Organizations: Applications o f Social Psychology 
to Organizational Behaviour, Harper and Row, London.
Spencer, J. and Pruss, A. (1992) Managing Your Team, Piatkus, London.
Spradley, J. (1979) The Ethnographic Interview, Holt, Rinehart and Winston, New 
York.
274
References
Standing Committee on Postgraduate Medicine and Dental Education (SCOPME) 
(1997) A Case with Ten Handles, Action Research by The Research Centre, City 
College Norwich.
Staw, B.M. (1986) ‘Organizational psychology and the pursuit of the 
happy/productive worker’, California Management Review, Summer, No. 4, pp.
40-53.
Staw, B.M., McKechnie, P.I. and Puffer, S.M. (1983) ‘The justification of 
organizational performance’. Administrative Science Quarterly, Vol. 28, pp. 
582-600.
Steiner, G.A., Miner, J.B. and Gray, E.R.(1982) Management Policy and Strategy, 
MacMillan, New York.
Stephan, F. Jr. and McCarthy, P.J. (1958) Sampling Opinions: An Analysis o f  Survey 
Procedure, Wiley, New York, p.22.
Stephenson, G. (1981) Chapter 6, in: Turner, J.C. and Giles, H. (Editors), Intergroup 
Behaviour, Blackwell, Oxford.
Sternberg, L.E. (1992) ‘Empowerment: trust vs. control’, Cornell H  R. A. Quarterly, 
Vol. 33, pp. 68-72.
Stogdill, R.M. (1959) Individual Behavior and Group Achievement, Oxford, New 
York.
Stone, G. (1988) ‘Personality and effective hospitality management’. Proceedings o f  
the International Association o f Hospitality Management Schools Symposium, 
Leeds Polytechnic, November.
Stone, N.(1993) Foreword in Sun Tzu: The Art o f War, Wordsworth, Ware, 
Herefordshire, p. 8.
Stott, K. and Walker, A. (1995) Teams: Teamwork and Teambuilding, Prentice Hall, 
Singapore.
Strauss, A.L. (1987) Qualitative Analysis for Social Scientists, Cambridge University 
Press, Cambridge.
Stringer, R. (1996) Action Research: A Handbook for Practitioners, Sage, London.
Tagiouri, R. And Litwin, G.H. (1968) (Eds.) Organizational Climate: Exploration o f  
a Concept, Division of research. Harvard Graduate School, Boston.
275
References
Tajfel, H. (1982) Social Identity and Intergroup Relations, Cambridge University 
Press, Cambridge.
Tajfel, H. and Fraser, C. (1978) Introducing Social Psychology, Penguin, 
Harmondsworth.
Taylor, S.J. and Bogdan, R. (1984) Introduction to Qualitative Research Methods, 
Wiley, New York.
Teare, R. (1989) ‘A Study of the Consumer Decision Process for Hospitality 
Services’, Unpublished PhD thesis. City University Business School, London.
Teare, R. (1996) ‘Designing a contemporary hotel service culture’. International 
Journal o f Service Industry Management, Vol. 4 No. 2, pp. 63-73.
Teare, R. and Ingram, H. (1993) Strategic Management: A Resource-Based Approach 
for the Hospitality and Tourism Industries, Cassell, London.
Thamhain, H. (1990), ‘Managing technologically innovative team efforts towards new 
product success’. Journal o f Product Information Management, Vol. 7 No. 1, 
pp. 5-18.
Thomas, J. (1997) ‘How the west was won’. Forte UK, Autumn, Prescom, London.
Thomas, K. (1992) ‘Conflict and conflict management: reflections and update’. 
Journal o f  Organizational Behavior, Vol. 13, pp. 265-274.
Thompson, A.A. Jr. and Strickland, A.J. Ill (1990) Strategic Management: Concepts 
and Cases, Richard D. Irwin, New York.
Thompson, D. (1992) The Oxford Dictionary o f Current English, 2nd. edition., p.902.
Thompson, J.D. (1967) Organisations in action, McGraw-Hill, New York.
Thompson, J.D.(1990) Strategic Management, Chapman and Hall, London.
Thompson, K. and Tunstall, J. (1971) Sociological Perspectives, Penguin, 
Harmansworth.
Tracey, J.B. and Hinkin, T.R. (1994) ‘Transformational leaders in the hospitality 
industry’, Cornell H  R. A. Quarterly, Vol. 35, pp. 18-24.
Tregoe, B.B. and Zimmerman, J.W.(1980) Top Management Strategy, John Martin 
Publishing.
Tuckman, B.W. (1965) ‘Developmental sequence in small groups’. Psychological 
Bulletin, Vol. 63, No. 6, pp. 384-399.
276
References
Tyson, S. and Jackson, T. (1992) The Essence o f Organizational Behaviour, Prentice- 
Hall, New York.
Umbreit, W.T. and Eder, R.W.(1987) ‘Linking hotel manager behavior with outcome 
measures of effectiveness’. International Journal o f Hospitality Management', 
Vol. 6 No. 3, pp. 139-147.
Van Maanen, J. and Barley, S.R. (1992) Research in Organizational Behaviour, Vol. 
3, pp. 287-365.
Vamey, G.H. (1989) Building Productive Teams: An Action Guide and Resource 
Book, 1st. edition, Jossy-Bass, San Francisco.
Venison, P. (1983) Managing Hotels, Heinemann, London.
Vroom, V.H. (1970) “The nature of the relationship between motivation and 
performance’, in: Vroom, V.H. and Deci, E.L. (Editors.) Management and 
Motivation, Penguin, London, pp. 229-237.
Wallace, R.A. and Wolf, A. (1980) Contemporary Sociological Theory, Prentice-Hall, 
Englewood Cliffs, NJ.
Webster, M. (1994) ‘Strategic hospitality management: the case of Swallow Hotels’, 
Leeds Metropolitan University, Unpublished MPhil Thesis.
West, M.A. (1990) ‘The social psychology of innovation in groups’, in West, M.A. 
and Farr, J.L. (Editors), Innovation and Creativity at Work: Psychological and 
Organizational Strategies, Wiley, Chichester, pp. 309-333.
West, M.A., Anderson, N.R. (1996) ‘Innovation in top management teams’. Journal 
o f Applied Psychology, Vol. 81 No 6, pp. 680-693.
White, W.F. (1948) Human Relations in the Restaurant Industry, McGraw-Hill, New 
York.
Whyte, W.F. (1955) Money and Motivation: An Analysis o f Incentives in Industry. 
Harper and Row, New York.
Whyte, W.F. (1984) Learning from the Field: A Guide from Experience, Sage, 
Beverley Hills.
Whyte, W.F. (1991) (Editor) Participatory Action Research, Sage, Newbury Park.
Whyte, W.H. (1977) The Organisation Man, Penguin, Harmansworth.
Winter, R. (1989) Learning from Experience: Principles and Practice in Action- 
Research, The Falmer Press, Lewes.
277
References
Wood, R.C. (1994) Organizational Behaviour for Hospitality Management, 
Butterworth-Heinemann, Oxford.
Wood, S.J. (1989) ‘The transformation of work?’, in: Wood, S.J. (Editor.) The 
Transformation o f Work?, Unwin Hyman, London, pp. 1-43.
Woodcock, M. (1989), Team Development Manual, 2nd. edition, Gower, Brookfield, 
Vermont.
Worsfold, P. (1989) ‘Leadership and managerial effectiveness in the hospitality 
industry’. International Journal o f Contemporary Hospitality Management, Vol. 
8 No. 2, pp. 145-155.
Wynn, R. and Guditus, C. (1984), Team Management: Leadership by Consensus, 
Charles E. Merrill, Columbus, Ohio.
Yeoman, L, Ingold, T. and Peters, S. (1996) ‘Productivity in the hotel industry: a 
cognitive case study’, in Johns, N. (Editor), Productivity Management in 
Hospitality and Tourism, Cassell, London, pp. 115-140.
Yin, R.K. (1984) Case Study Research: Design and Methods, Sage, Newbury Park.
Yin, R.K. (1994) Case Study Research, Sage Publications, Thousand Oaks.
Zaltman, G. and Duncan, R. (1977) Strategies for Planned Change, Wiley, New 
York.
Zapp, T. (1987) ‘How to build a winning team: here’s a refresher course in good old- 
fashioned teamwork’. Managers Magazine, Vol. 62 (June), p. 7.
Zeffane, R. (1992) ‘Organizational structures: design in the nineties’. International 
Journal o f Contemporary Hospitality Management, Vol. 13, pp. 18-23.
Zimbardo, P.G., Haney, C., Banks, W. and Jaffe, D. (1973) ‘A Pirandellian prison: 
The mind is a formidable jailer’. New York Times Magazine, Vol. 8, pp. 38-60.
Zuber-Skerritt, O. (1991) (Editor) Action Research for Business Development, 
Foreword, Avebury, Aldershot.
278
Appendix 1 : Document given to Hotel company 1
Appendix 1 Document given to Hotel company 1 
Research project focus and timetable
Project title
Effective teamwork in hotels 
Introduction
Teamwork is regarded as an important issue in service industries, primarily because 
the quality of the ultimate customer offering relies so much upon the co-operation of 
people in the workplace. Although firms in the hospitality industry increasingly need 
employee co-operation for competitive advantage, the industry is often characterised 
by conflict between departments. If the latent energies of employees are to be fully 
engaged, ways must be found of minimising conflict and encouraging harmony in 
hotels.
Research method
Although much has been written about groups, there has been little empirical research 
which focus on teamwork in hospitality and takes account of its specific problems. 
Accordingly, the research method chosen will be an inductive one in which the 
richness of the situation will be mapped and desirable outcomes sought from those 
involved. Action research is problem solving strategy which has been widely used in 
service industries, most recently in the health sector. It provides a framework for 
action research teams drawn from a cross-section of employees to study a problem and 
to make a report on their findings. Action research works rather like quality circles, 
except that the proceedings are facilitated by an experienced outside consultant; in this 
case the researcher.
The action research process will work in the following stages:
1. Initial induction meeting into action research
2. Collect data on the extent of teamwork in team members’ work areas
3. Analyse data and search for issues which constrain effective teamwork
4. Develop hypotheses of how teamwork could be improved
5. Test hypothesis in practice
6. Modify hypothesis
7. Produce report
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Seeking definitions and conceptual models
A descriptive model of effective teamwork is shown in the diagram below:
Inputs Throughputs Outputs
C lim ate  
G roup co n figu ration
P ro cesses  
C o h es iv en ess  
C om m u n ication  
D e cis io n -m a k in g  
T ask  a ctiv ities  
M ain ten ance a c tiv ities
T ask  perform an ce  
In d iv idual outputs  
O ther outputs
Formulating research strategy
The next stage is to generate research questions/ hypotheses which form the agenda 
for fieldwork experiments; that is the assumptions which are to be tested in the 
context of Hotel company 1 hotels. In general, it is suggested that the model 
represents an adequate representation of the scope of effective teamwork and the 
criteria which characterise it. Further, the model takes into account the main 
stakeholders; the organization, employees and customers. The overall assumption is 
that there is a directional relationship between each of the three parts of the model.
In the setup stage, team inputs are mostly initiated by top management, but the teams 
themselves have greater control of throughputs especially as the team matures, while 
success is assessed by outputs. Team throughputs may represent the main area for 
study because they are largely under the control of the team members. It is possible to 
measure team climate using the Team Climate Inventory framework and software and 
already 4 teams have participated in an initial pilot study to test this survey instrument. 
Some of the questions to be addressed are:
1. Is it possible to formulate an ideal configuration of group size and balance which 
enable groups in hotels to perform effectively?
To what extent does social interaction during, or outside work, relate to team 
effectiveness?
How might interdepartmental conflict be minimised?
Is there a relationship between ownership and control of group processes and 
team outputs?
Is always true that teams of senior managers are more likely to clearly understand 
strategic objectives than more junior teams, who may perceive themselves as 
more cohesive groups.
To what extent are successful teams those whose members are satisfied with team 
throughputs?
6.
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Project timetable
The research project will be staged in three separate phases:
Phase 1 Immersion and exploratory stage (December/January 1996/7)
One full day will be spent in each of five Hotel company 1 UK hotels chosen for the 
fieldwork with the aims of establishing working relationships with staff and 
management and of refining the research experiment methodology. This will help to 
develop a more authoritative classification of teams in hotels.
Phase 2 Data collection stage (March to September 1997)
The study will use each hotel as a living case study to compare the characteristics of 
teamwork in several units. In essence, the participating teams will be asked to solve 
the problem of improving teamworking in their hotels using action research. Teams 
will be asked to present their findings to senior management and the best solution 
would receive a prize as well as influence future human resource strategy. The 
sequence of action research is as follows:
1. Induction into action research
2. Collect data on agreed themes
3. Analyse and identify key issues
4. Develop hypotheses
5. Test hypothesis in practice
6. Modify hypothesis
7. Present the implementation plan to a panel of senior Hotel company 1 managers. 
This sequence will be followed at between 6-10 meetings of 1 hour duration at the 
hotels with teams with the researcher taking notes and facilitating discussion. In 
addition, there will be in-depth interviews with management and customers as well as 
data collected from participant observation.
Phase 3 Analysis stage (October 1997 to March 1998)
Detailed analysis of the interviews and observation data in order to collate the findings 
and interpret their meaning in relation to the modelled concepts. This will enable a 
refined and tested model to be proposed.
Project outcomes
It is envisaged that the following benefits will accrue for the sponsoring company:
• Addresses important, but little-researched areas of improving internal capability 
and minimising conflict
• Will assist in generating in-company responses to structural and cultural changes
• Enables a company-specific framework of teamworking to be developed which 
could continue after the research project has finished.
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Fieldwork locations
Phase 1 of the project will require the participation of 5 hotels which should be 
located within easy rail access of Salisbury, where the researcher is based. Selection 
should be based upon genuine desire to participate. This co-operation will be even 
more necessary in the second phase when it may be necessary to select other hotels for 
comparison purposes.
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Teamworking project: Hotel company 1 and University of Surrey 
Introduction
Teamwork is regarded as an important issue in hotels because it affects both customer 
and staff satisfaction. When teamwork works well it can make working in a hotel a 
rewarding and fun experience, but conflict within or between teams can often lead to 
frustration and anger. This doctoral project aims to explore some ways in which 
teamwork could be improved using action research through teams of staff and 
managers in 5 Hotel company 1 hotels.
Action research
Action research is problem solving strategy which has been widely used in service 
industries, education and in the health sector. It provides a framework for problem­
solving in teams drawn from a cross-section of employees who study a problem and 
report on their findings. Action research works rather like quality circles, except that 
the proceedings are facilitated by an experienced outside consultant; in this ease the 
researcher, Hadyn Ingram.
Act
Plan
Observe
Reflect
The diagram above shows how the action research process involves making plans, 
acting upon them and observing their effects in practice. This gives the team cause for 
reflection and enables the plan to be further refined until it is satisfactory. The agenda 
and pace of this project will be driven by the participants, but the process might work 
as follows:
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STAGE SOME QUESTIONS AT EACH STAGE
1. In itia l m e e tin g  and ind uction W hat is  required o f  a ll th e  participants?
W hat is  th e  prob lem  and h o w  sh o u ld  w e  ta ck le  it?
H o w  co u ld  w e  gather in form ation  as to  the nature o f  th e  prob lem ?
2 . P rob lem  d efin itio n H o w  co u ld  the prob lem  b e  described?  
W hat are th e  e ffe c ts  at th is h o te l?
W hat further data n eed s to  b e  co llected ?
3 . P rob lem  fo c u s Is the prob lem  fu lly  understood?
W hat n eed s to  b e  changed?
W hat stands in the w a y  o f  the desired  change?
4 . D e v e lo p  h y p o th esis W hat are th e  opp ortu nities, p o ss ib ilit ie s  and constraints?  
W hat form  m ig h t the strategic p lan  take?
W h ich  steps sh ou ld  b e  taken  first?
5 . T est h y p o th esis H o w  m ig h t the h y p o th esis  b e  tested?
H o w  m ig h t su cc e ss  b e  m easured  and m onitored ?  
H o w  w ill  data b e  co llected ?
6. M o d ify  h y p o th esis D o e s  the h y p o th esis  fit the n e w  ev id en ce?  
W hat n eed s to  b e  changed?
H o w  m ig h t the o n g o in g  e ffe c ts  b e  m onitored ?
7. P rod u ce  report W hat sh o u ld  b e  the con ten t and structure o f  th e  report?  
Can the fin d in g s b e  app lied  generally?
W hat a d v ice  co u ld  b e  g iv e n  to  other h ote ls?
Project timetable
The research project will be run from February to August with approximately 7 visits 
of 60-90 minutes in each hotel. It is hoped to produce a report by Autumn 1997.
Some questions and answers 
What will be demanded o f me?
Simply that you keep an open mind and are interested in making improvements to the 
working life of your hotel.
Will it be serious and academic?
Absolutely not! This is a practical and relevant exercise which we should all enjoy. 
We shall meet as equals and colleagues who are not afraid of expressing an opinion. 
What we say will not be passed on to others.
What could be the outcomes o f the project?
There are opportunities to develop yourself, improve things in the hotel and to come 
up with a better way of working in the company.
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Fieldwork locations
The following hotels have agreed to participate in the project:
• Hotel B
• Hotel C
• Hotel D
• Hotel E
• Hotel F
Biographical note
Hadyn Ingram is a third generation publican who now owns a hotel in Salisbury. He 
also is a lecturer at the University of Surrey and teaches hospitality management to 
undergraduate and postgraduate students. Current research and writing interests in 
teamworking in hotels are aimed at the awards of DPhil and PhD.
Contact details
W o r k  te le p h o n e 0 1 4 8 3  2 5 9 6 5 0
fa x 0 1 4 8 3  2 5 9 6 6 0
e -m a il h .ingram @ su rrey .ac.u k
H o m e  te lep h o n e 0 1 7 2 2  3 2 2 0 5 5
fa x 0 1 7 2 2  3 2 7 6 7 7
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Appendix 4 Belbin Team Role questionnaire
How to complete this questionnaire
F o r  e a c h  s e c t io n  d is tr ib u te  a  to ta l  o f  ten p o in t s  a m o n g  th e  s e n t e n c e s  w h ic h  y o u  t h in k  b e s t  
d e s c r ib e s  y o u r  b e h a v io u r .  T h e s e  p o in t s  m a y  b e  d is tr ib u te d  a m o n g  s e v e r a l  s e n t e n c e s :  in  
e x t r e m e  c a s e s  t h e y  m ig h t  b e  sp r e a d  a m o n g  a l l  t h e  s e n t e n c e s  o r  t e n  p o in t s  m a y  b e  g iv e n  t o  a  
s i n g l e  s e n t e n c e .  E n te r  t h e  p o in t s  in  t h e  T a b le  o n  p a g e  4 .
I What I believe I can contribute to a team;
(a )  I  th in k  I c a n  q u ic k ly  s e e  a n d  ta k e  a d v a n ta g e  o f  n e w  o p p o r tu n it ie s .
(b )  I c a n  w o r k  w e l l  w i t h  a  v e r y  w id e  r a n g e  o f  p e o p le .
( c )  P r o d u c in g  id e a s  i s  o n e  o f  m y  n a tu ra l a s s e t s .
( d )  M y  a b i l i t y  r e s ts  in  b e in g  a b le  to  d r a w  p e o p le  o u t  w h e n e v e r  I d e t e c t  t h e y  h a v e  s o m e t h in g  
t o  c o n tr ib u te  t o  g r o u p  o b j e c t iv e s .
( e )  M y  c a p a c it y  t o  f o l l o w  th r o u g h  h a s  m u c h  to  d o  w ith  m y  p e r s o n a l  e f f e c t iv e n e s s .
( f )  I a m  r e a d y  to  f a c e  t e m p o r a r y  u n p o p u la r ity  i f  it  le a d s  to  w o r t h w h i le  r e s u lt s  in  th e  e n d .
( g )  I  a m  q u ic k  t o  s e n s e  w h a t  is  l ik e ly  to  w o r k  in  a  s itu a t io n  w it h  w h ic h  I a m  fa m ilia r .
( h )  I  c a n  o f f e r  a  r e a s o n e d  c a s e  fo r  a lte r n a t iv e  c o u r s e s  o f  a c t io n  w it h o u t  in tr o d u c in g  b ia s  o r  
p r e ju d ic e .
II If I have a possible shortcoming in teamwork, it could be that:
(a )  I a m  n o t  a t  e a s e  u n le s s  m e e t in g s  a re  w e l l  s tr u c tu r ed  a n d  c o n t r o lle d  a n d  g e n e r a l ly  w e l l  
c o n d u c te d .
( b )  I a m  in c l in e d  t o  b e  t o o  g e n e r o u s  to w a r d s  o th e r  p e o p le  w h o  h a v e  a  v a l id  v i e w p o in t  th a t  
h a s  n o t  b e e n  g iv e n  a  p r o p e r  a ir in g .
( c )  I h a v e  a  t e n d e n c y  to  ta lk  a  lo t  o n c e  th e  g r o u p  g e t s  o n  to  n e w  id e a s .
( d )  M y  o b j e c t iv e  o u t lo o k  m a k e s  it  d i f f ic u lt  fo r  m e  to  j o in  in  r e a d ily  a n d  e n t h u s ia s t ic a l ly  
w it h  c o l l e a g u e s .
( e )  I a m  s o m e t im e s  s e e n  a s  fo r c e fu l  a n d  a u th o r ita r ia n  i f  th e r e  is  a  n e e d  to  g e t  s o m e t h in g  
d o n e .
( f )  I f in d  it  d i f f i c u l t  t o  le a d  fr o m  th e  fr o n t, p e r h a p s  b e c a u s e  I a m  o v e r r e s p o n s iv e  t o  g r o u p  
a tm o s p h e r e .
( g )  I a m  a p t t o  g e t  t o o  c a u g h t  u p  in  id e a s  th a t o c c u r  to  m e  a n d  s o  l o s e  tr a c k  o f  w h a t  i s  
h a p p e n in g .
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(h) My colleagues tend to see me as worrying unnecessarily over details and the possibility 
that things may go wrong.
III When involved in a project with other people:
(a) I have an aptitude for influencing people without pressurising them.
(b) My general vigilance prevents careless mistakes and omissions being made.
(c) I am ready to press for action to make sure that the meeting does not waste time or lose 
sight of the main objective.
(d) I can be counted on to contribute to something original.
(e) I am always ready to back a good suggestion in the common interest.
(f) I am keen to look for the latest in new ideas and developments.
(g) I believe my capacity for cool judgement is appreciated by others.
(h) I can be relied upon to see that all essential work is organised.
IV My characteristics approach to group work is that:
(a) I have a quiet interest in getting to know colleagues better.
(b) I am not reluctant to challenge the views of others or to hold a minority view myself.
(c) I can usually find a line of argument to refute unsound propositions.
(d) I think I have a talent for making things work once a plan has to be put into operation.
(e) I have tendency to avoid the obvious and to come out with the unexpected.
(f) I bring a touch of perfectionism to any team job I undertake.
(g) I am ready to make use of contacts outside the group itself.
(h) While I am interested in all views I have no hesitation in making up my mind once a 
decision has to be made.
V I gain satisfaction in a job because:
(a) I enjoy analysing situations and weighing up all the possible ehoices.
(b) I am interested in finding practical solutions to problems.
(c) I like to feel I am fostering good working relationships.
(d) I can have a strong influence on decisions.
(e) I can meet people who may have something new to offer.
(f) I can get people to agree on a necessary course of action.
(g) I feel in my element where I can give a task my full attention.
(h) I like to find a field that stretches my imagination.
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VI If I am suddenly given a difficult task with limited time and unfamiliar 
people:
(a) I would feel like retiring in a comer to devise a way out of the impasse before 
developing a line.
(b) I would be ready to work with the person who showed the most positive approach, 
however difficult they might be.
(c) I would find some way of reducing the size of the task by establishing what different 
individuals might best contribute.
(d) My natural sense of urgency would help to ensure that we did not fall behind schedule.
(e) I believe I would keep eool and maintain my capacity to think straight.
(f) I would retain a steadiness of purpose in spite of the pressures.
(g) I would be prepared to take a positive lead if I felt the group was making no progress.
(h) I would open up discussions with a view to stimulating new thoughts and getting 
something moving.
VII With reference to the problems to which I am subject in working in groups:
(a) I am apt to show my impatience with those who are obstructing progress.
(b) Others may criticise me for being too analytical and insufficiently intuitive.
(c) My desire to ensure that work is properly done can hold up proceedings.
(d) I tend to get bored rather easily and rely on one or two stimulating members to spark me 
off.
(e) I find it difficult to get started unless the goals are clear.
(f) I am sometimes poor at explaining and clarifying complex points that occur to me.
(g) I am eonscious of demanding from others the things I cannot do myself.
(h) I hesitate to get my points across when I run up against real opposition.
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Points Table for Self-Perception Inventory
Enter the points allocated for each question in the table below:
Section a b c d e f g h
I
II
I I I
I V
V
V I
V II
Interpretation of total scores
Once you have completed the above box, transpose the scores into the box below and total 
them to indicate your preferred team role.
S e c t io n C
w
c
H
s
H
p
L
R
I
M
E
T
W
c
F
I 0 A I ; ^ h b e
II iîii e d f h
III 0 g f g « b
IV 0 l i ' K M K #
V 6 mm g mm e a e U
VI # c g K K It e b
v n i l l l l ü l l mm â 0 0 A
TOTAL
Key CW: Company Worker; CH: Chairman; SH; Shaper; PL: Plant; RI: Resource 
Investigator; ME: Monitor-Evaluator; TW: Team Worker; CF: Completer-Finisher.
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Appendix 5 Team Climate Inventory Questionnaire
DATE
TEAM
INSTRUCTIONS
This questionnaire asks about the climate or atmosphere in your work group or team. It asks 
about how people tend to work together in your team, how frequently you interact, the team’s 
aims and objectives, and how much practical support and assistance is given towards the 
implementation of new and improved ways of doing things. There are no ‘right’ or ‘wrong’ 
answers to any of the questions - it is more important that you give an accurate and honest 
response to each question. Do not spend too long on any one question. First reactions are 
usually best. For each question consider how your team tends in general to be or how you feel 
about the climate within your team. Please circle your chosen answers using a ball point pen.
Reproduced by permission o f ASE 296
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PART 1 COMMUNICATION AND INNOVATION
Strongly Disagree
disagree
1 We share information generally 
in the team rather than keeping it 
to ourselves
2 Assistance in developing new 
ideas is readily available
3 We all influence each other
4 The team always functions to the 
best of its capability
5 We keep in regular contact with 
each other
6 In this team we take the time 
needed to develop new ideas
7 People feel understood and 
accepted by each other
8 Everyone’s view is listened to, 
even if it is in a minority
9 People in the team never feel 
tense with each other
10 The team is open and responsive 
to change
11 People in the team co-operate in 
order to develop and apply new 
ideas
12 Being part of this team is the 
most important thing for team 
members
13 We have a ‘we are in it together’ 
attitude
14 We interact frequently
15 The team is significantly better 
than any other in its field
16 People keep each other informed 
about work-related issues in the 
team
17 Members of the team provide 
and share resources to help in the 
application of new ideas
18 There are consistently 
harmonious relationships 
between people in the team
19 There is a lot of give and take
20 We keep in touch with each 
other as a team
Neither 
agree nor 
disagree
Agree Strongly
agree
Reproduced by permission of ASE 297
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21 People in this team are always 
searching for fresh, new ways of 
looking at problems
22 The team consistently achieves 
the highest targets with ease
23 There are real attempts to share 
information throughout the team
24 This team is always moving 
towards the development of new 
answers
25 Team members provide practical 
support for new ideas and their 
application
26 Members of the team meet 
frequently to talk both formally 
and informally
PART II OBJECTIVES
27 How clear are you about what 
your team objectives are?
28 To what extent do you think that 
they are useful and appropriate 
objectives?
29 How far are you in agreement 
with these objectives?
30 To what extent do you think 
other team members agree with 
these objectives?
31 To what extent do you think your 
team objectives are clearly 
understood by other members of 
the team?
32 To what extent do you think your 
team objectives can actually be 
achieved?
33 How worthwhile do you think 
these objectives are to you?
34 How worthwhile do you think 
these objectives are to the 
organization?
35 How worthwhile do you think 
these objectives are to the wider 
society?
36 To what extent do you think 
these objectives are realistic and 
can be attained?
37 To what extent do you think 
members of your team are 
committed to these objectives?
Strongly
disagree
Not at all
Disagree Neither Agree Strongly 
agree nor agree
disagree
Somewhat
3
Completely
5
Reproduced by permission o f ASE 298
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PART 111 TASK STYLE
To a very 
little 
extent
To some 
extent
To a very 
great extent
38 Do your team colleagues provide 
useful ideas and practical help to 
enable you to do the job to the 
best of your ability?
39 Do you and your colleagues 
monitor each other so as to 
maintain a high standard of work?
40 Are team members prepared to 
question the basis of what the 
team is doing?
41 Does the team critically appraise 
potential weaknesses in what it is 
doing in order to achieve the best 
possible outcome?
42 Do members of the team build on 
each other’s ideas in order to 
achieve the best possible 
outcome?
43 Is there a real concern among 
team members that the team 
should achieve the highest 
standards of performance?
44 Does the team have clear criteria 
which members try to meet in 
order to achieve excellence as a 
team?
Thank you for taking the time and trouble to complete this questionnaire
University of Surrey
Reproduced by permission o f ASE 299
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Appendix 6 Organization chart of Hotel A
StoresBars
Sales
Brasserie Restaurant
House­
keeping
Assis­
tant
Assis­
tant
Conci­
erge
Train­
ing
House
Front
Yield/
Reserv­
ations
Finance
Health
Fitness
Assis­
tant
Mainten
-ance
Sous
Chef
AdminRecept­ion
Assis­
tant
Venue
Guaran­
tee
Assis­
tant
Banqueting
Beverage
Food Kitchen 
& Back 
of House
Executive
Assistant
(HRM)
General Manager
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A ppendix 7 H otel C final report
Hadyn Ingram Meetings Review
Introduction
Hotel was built in 1969 as one of the original Posthouses. Over the years numerous 
changes have been made to the Hotel and its role within the Company as a whole. In 
1994 the Hotel was re-branded and has been part Brand X of Hotel compamy 1 and 
while trying to find its true identity?
In spite of these uncertainties, the Hotel has continued to be successful up to and 
including this year and we have beaten budget triumphantly.
The Hotel C team consists of :
C 1 Reception
C 2 Accountant
C3 Kitchen
C 4 Restaurant
C5 Reception
C 6 Training
C l Housekeeping
All the team apart from C 6 take part in the SCCM, which is a committee which has 
representatives from all departments, who meets to discuss issues relevant to the Hotel 
and staff. These representatives then convey the outcome of these meetings to the 
members of their departments, thus encouraging effective team communication.
The purpose of the meetings held with Hadyn Ingram was to highlight the weaknesses 
and strengths of the teamwork within Hotel C
The aim of the team which was agreed on by all members was that by the end of the 
meetings we wanted to be able to work more effectively together and to have 
implemented some of the ideas discussed.
During the first couple of meetings we discussed some problems existing within the 
Hotel. We decided that many of these were not an issue as they did not effect (sic) the 
running of the Hotel and the morale of its staff, and therefore decided not to dwell on 
the negatives as we had no control over them.
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Team effectiveness
After a great deal of discussion, we revealed numerous positive factors which 
contribute to good teamwork at the Hotel.
These are:
• A good atmosphere between all departments and between the staff working
• We all know each others’ strong points and try to use them where possible
• We have a number of reliable staff who have the key positions within the hotel, 
who do more than required of them
• We have a great deal of support ftrom our Operations Manager
• A large number of guests come regularly and all the team know them
• A ‘family’ atmosphere where staff genuinely care about each other
• There is a large amount of multi skilled staff
• The fact that the hotel is not large assists in good teamwork
Problems and possible solutions
After discussing the positive aspects of the Hotel and the teamwork, we looked at 
areas where we have difficulties.
One problem highlighted was that at times it was difficult to keep staff morale high, 
and to stop people going stale on their job. It was felt that these problems arose from 
the changes in the Company’s organisational structure and that the Hotel was busy 
during the traditionally quiet periods.
We agrees that a possible solution for this would be perhaps to do a job sway with a 
member of staff in another hotel for a week. It was felt that after an employee would 
come back to Hotel C with some new ideas and be more motivated to implement the 
ideas that they had. It was agreed that C 7 would try to organise this with another 
hotel in our cluster.
We felt that a more positive induction should be given to all new employees at the 
Hotel. This would make them feel welcome, part of the team, they would became 
familiar with the hotel quicker, be aware of our standards and hopefully this would 
encourage them to say with us longer, thus reducing our staff turnover and therefore 
the costs related to this. We agreed that C 6 would update the Hotel Induction Manual 
and encourage all of the Heads of Department to use it.
The issue of resources for training was highlighted as being a possible area for 
problems. There is not a large training budget and it was generally felt that whatever 
was undertaken should be as cost effective as possible. By discussing this we 
discovered that we could cover most of the training needs through people employed in 
the Hotel. For training that we are not experienced in, such as Food Hygiene, it was 
agreed that C 1 would look at ways of joining with another hotel to do the training, as 
this would also reduce the costs.
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Evidence of success
We looked positively at the problems we had highlighted and then tried to implement 
the possible solutions that we had discussed,
C 7 arranged for one of the Chambermaids to work for a week at our sister Hotel (B). 
At the end of the week X came back to work a much more positive person. She had 
seen things that we could be doing, and helped C 7 (her housekeeper) to implement 
them. She was pleased to be working at Hotel V, and she really wanted to get on with 
her NVQ and to achieve it.
The experiment was a total success, as we can see the change in X, which is still as 
positive as the day she came back.
C 6 completed the new Hotel Induction, and carried out a brief introduction to it with 
all the Heads of Departments. It has been received well by the Heads of Departments, 
and has been tried out on a work experience girl and some of the casual staff and 
seems to be working. It will take more time to see if it has been a complete success, as 
we have to wait to see if our staff retention rates will improve, and the team remain 
more positive.
C 1 arranged a Food Hygiene course with Hotel B, which allowed the two hotels to 
work together and to get to know each other better. By doing it together we have 
reduced the costs. C 1 has also used her talents for Health and Safety training to assist 
at Hotel B, where they do not have the resources to carry out this training effectively 
themselves. We know that we will be able to call on their services at some point in the 
future.
Conclusions
From the process that we have undertaken, we can successfully conclude that we are 
much better off than we first realised.
The positive points about teamwork far outweigh the negative points, but the negative 
points we did highlight we have been able to do something about, and as a team we 
feel that we have achieved results and these were positive results that we can take 
back to the Hotel and implement.
The ideas that we have implemented have brought positive reactions from the rest of 
the team at the hotel, and we are working even better together as a result of this.
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Appendix 8 Hotel D final report
Introduction
What initiated the project
The hotel is involved in the LLP. process and communication and team working are 
vital to this. We wanted to address the problems through team working.
Hadyn’s invite came at the right time for us.
The team was selected from various departments throughout the hotel at different 
levels.
We undertook the Belbin Self-Perception inventory to identify strengths and 
weaknesses of the team.
The Team Climate Inventory was an assessment to see how we worked as a team 
‘then’ and to compare how we worked at the end of the project.
We moved into a series of 5 meetings to identify problems and possible solutions.
The report covers identifying problems and putting together solutions in theory. We 
have also included the work on one specific problem that we identified and the 
solution to it.
It was felt by the Team that the problems of effective working at Hotel C could be 
summed up in three main areas, namely:
1. Staff attitudes / Communication
2. Budgets / Constraints
3. Consistency / Resistance to change
Covering each of these in turn,
Staff attitudes / Communication
There is a shortage of skilled staff, this is because of poor wages and the unmet 
expectation of new staff. Lack of training leads to poor standards and a high staff 
turnover.
Looking at ways of training staff on a regular basis would lead to a more multi skilled 
workforce. This in turn would give us more flexibility with the needs of the business 
and work would be more varied and fun for the staff.
Pressure is caused by lost / mislaid / late memos, misunderstandings and not knowing 
the guests requirements.
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Budgets / Constraints
Targets / budgets are not achievable and head office should do more straight talking 
so that people know where they stand. There is a perception of short-termism to 
please shareholders.
Consistency / resistance to change
It was felt that staff were resistant to change and was therefore important to make their 
time at work ‘fun’. Encourage new ideas.
All of the above problems are related to each other and form a vicious circle, all of 
which come down to money at the end of the day.
More money is needed for better paid wages, thus able to pay for skilled staff. This 
leads to satisfied customers giving us profit. Profit is given to the shareholders and 
also put back in to the business, creating the start of a virtuous circle once again.
VICIOUS CIRCLE
Staff hours
Wages
Communication
Less investment
Lower profits
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VIRTUOUS CIRCLE
Good training
Proper
selection
Proper
salaries
PDPS
Higher
profit
Incentives
Effective
training
Proper
selection Goodinduction
Realistic
salaries
More
investment
Clear
communication
Higher
p r o fits
Goal
setting
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Solutions
1. (a) Staff attitudes
Looking after people 
Valuing staff for what they are 
Training
Appreciating and recognising their effort and potential through 
praising and rewarding them with incentives when appropriate and 
giving them the necessary development
1. (b) Communications
Through making information available to the staff once communicated 
to Departmental Managers 
Making sure they read it 
Making it interesting
Making it easier to understand with pictures / slides
Invite questions
Tea and buns get togethers
Move away from memo’s
s e e  meetings
Staff social club
2. Budget constraints
Make budget more of a challenge rather than a hindrance
Develop understanding of a budget
Awareness
Simplify the budget, break it down into weekly targets, manageable 
bite sized pieces
Competition between departments to meet the budget 
Incentivise staff to achieve budget
Achieve budgeted sales and lessen the pressure at the bottom of the 
account
“Shoot for the stars and we may reach the moon”
3. (a) Consistencv
We all need to be singing from the same hymn book through consistant (sic) training 
to the same standard. Set the standards and maintain them.
Display the standards, train them in and record them.
Identified that we do have problems maintaining consistency and we will overcome 
this problem through team working / training etc.
(b) Resistance to change 
People are resistant to change because they don’t understand it. the solution is to put 
more emphasis on explaining changes before imposing it on them.
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We recognised a problem - Restaurant Cashier
The problem was that the cashier was being distracted by having to perform various 
other duties and left very little time for concentration on cashiering process.
We have met together as a team to resolve the problem and we are now in the process 
of changing. We did this through
Brainstorming
Looking at different solutions 
The solution
The solution is to allow the cashier time to concentrate on cashiering.
Allow the Restaurant Manager to be doing what he should i.e. seating and greeting, 
concentrating on guest care and promoting sales.
We need a competent member of staff to do wine waitering and again to drive sales 
but also to be there to seat and greet. The extra wage cost may have to be carried for a 
short time but will become self funding very quickly.
This is a problem that has cost the company a fortune over the years and this has, we 
feel, been resolved through a team brainstorming session.
Conclusions
The idea of working together from different departments in teams work well as we 
were able to draw on different experiences and skills.
The person who has the problem may have been working on it for a long time and will 
be constrained in their mind by the ideas they have always worked with. A fresh set of 
minds being applied will add new impetus to the project by broadening everyone’s 
vision. Indeed the ‘problem owner’ may be the one to come up with a radical new 
approach that she / he may never have come up with had it not been for working with 
uncluttered ‘problem sharers.
Our next project is recruitment.
Each department in the hotel has historically struggled to find the right approach to 
develop our business. We recognise that perhaps part of the problem is our approach 
to recruitment and selection. This is the next problem that will be tackled through 
team working.
The results of this project have opened up a new concept in that we now realise 
through consistent inter departmental team work we will be able to overcome any 
future problems.
Someone else’s department always seems easier to run that your own!
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Appendix 9 Hotel E final report
The aim of this project is to identify how effectively teamwork functions at Hotel E. 
Teamwork is an extremely important issue in hotels and all businesses, as it affects 
both staff and customers alike. If a team is not communicating effectively, it can cause 
frustration and much negativity amongst the staff. We aim to identify why the staff at 
Hotel; E have problems working as a team, what these problems are and how we can 
solve them.
The team met 7 times over a period of 6 months. Initially, the team was a healthy 7 
with SCCM members such as Kitchen, Restaurant and Maintenance, all putting useful 
and insightful information into the project. However, this team soon whittled down to 
a mere 3 and then a lonely 2 who battled on against the odds! We feel that this in itself 
is reflective of the attitude towards teamwork within the Hotel. There is a lack of 
commitment from many staff members, and this is one of the areas we shall be 
focusing on in our report.
The meetings were held over an informal lunch. All were confidential so that real, 
effective discussion could take place between team members to try and pinpoint the 
problems of Hotel E. Hay dan (sic) Ingram often guided our discussions as we 
frequently digressed to a quibbling session which did not prove very constructive. It 
was essential that we had an environment where we could speak freely about our work 
experiences, including what problems we experienced from day to day.
Effective working at Hotel E depends on job satisfaction which comes from several 
different factors. Mainly these being Management and staff co-operation with the aim 
of being felt to be valued member of staff, pay is also an issue, but we felt that most 
people would be happy with a gesture of recognition of their efforts, not necessarily a 
pay rise.
The elements that crucially affect working at Hotel E are highlighted in figure 1.
Figure 1 Determinants of effective working at Hotel E
Training
Involvement & 
participation
Performance 
feedback
Personal
development
J O B  S A T I S F A C T I O N
EFFECTIVE WORKING
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In order to investigate the reality of ‘teamwork’ at Hotel E, we initially had a 
Brainstorming session. The results are illustrated in figure 1.1
Figure 1.1 Summarised brainstorming session results
Training Performance
feedback
Involvement & \ / Personal
participation \ \  /  development
JOB S A T I S F A C T I O N
f
EFFECTIVE WORKING
As illustrated one can see that lack of communication, lack of Management input and 
lack of training are all central to the wider problems that arise. All of our team 
members felt that they were not listened to or taken seriously by the management.
Also that communication throughout the Hotel was not effective enough due to 
meetings not being followed up or passed on to all team members. In short we 
identified the root cause as Employee Frustration which arises from the feelings of not 
being valued by Management, lack of communication and training, high levels of 
stress, which will lead to lack of job satisfaction, which unfortunately leads to high 
level of staff turnover.
The next question is - How to remedy the problem?
Obviously there is no one solution that can apply to such a wide scale problem. 
However, small steps can be taken by each individual that would make a large 
difference to the team as a whole. Here, the ‘ideal team’ may be described and some 
aspects taken from it and used in the hotel.
The ideal team consists of the following : -
I. A Strong leader who recognises strong/weak members of their team and
determines their contribution to the team as a whole
II. Ability to identify potential problems - i.e. To be pro-active rather than reactive,
this leads to better problem-solving
III. Effective Communication - i.e. Regular meetings between Department Heads and
staff, regular job chats and appraisals
IV. Training - should be structured, regular and effective and most
importantly, frequently followed up
V. Staff Job Satisfaction - should be positive
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If all these aspects described work well within the Hotel, we would not have such a 
problem. However this is strictly not the case.
In our respective departments, we have all experienced a common problem ; this 
being the lack of communication between ourselves and our seniors which leads to 
feelings of inadequacy, lack of motivation and feeling unvalued.
Our solutions to solving these problems came from a general agreement that more 
regular meetings between all staff members with departments and more regular 
appraisals and job chats, would be of great benefit to the team, as a greater 
understanding of what their objectives were and how they were performing, would be 
had by staff. The Management would also benefit by having a more positive 
relationship within the team members and would be more in touch with their problems 
and concerns.
Meetings should be held in the departments regularly. Each morning the staff should 
be briefed by the Supervisor, as to what is occurring in the Hotel that day and taken 
through the daily figures and any feedback from the morning meeting. Secondly there 
should also be weekly meetings to go through and functions etc. so that the staff is 
fully briefed in what is happening in the Hotel. Finally there should be a meeting 
every month to discuss any departmental matters that arise. Here the staff can also tell 
their manager of any concerns they may have about the business. None of these 
meetings need to very long, instead they may be done ‘on the job’ in some cases if the 
Hotel is not too busy. The only meeting which may need to be ‘round the table’ and 
have the Manager present is the Monthly meeting as he/she could then tell the 
department how they are doing and discuss any business issues that need to be 
addressed. Supervisors may take responsibility for the other meetings.
The other solution to the problem, we felt could be addressed by modifying the 
current appraisal system. We felt this would be of use as in the past there was virtually 
no follow up on individuals’ development from the time they start on their jobs. This 
is one area we felt needed urgent attention. Often an individual would be left without 
any follow up or monitoring, to get on with their job. there was no regular appraisals 
or job chats between manager and their staff.
The practice is not the same anymore, but there is still a need for managers and staff 
to have more constructive contact, the system at the moment is being reconstructed 
and monitored now by a Personnel & Training manager, who ensures that all new 
starters receive an orientation when they arrive, a job chat after 4 weeks and a first 
appraisal after 3 months. As it is the responsibility of the Managers of the individual 
departments to ensure this is done, sometimes, rather frequently, is not, resulting in 
lack of orientation and confusion in the staff.
The reason we identified the Appraisal System as a contributing factor solving the 
team working problem here, is because we felt that this was one of the only times in 
the professional life of an employee that they could express their concerns, discuss 
their development with their Manager on a one to one basis.
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Looking at the current Hotel company 1 appraisal form, we felt that this needed to be 
reviewed and rewritten, as the form is not very user-friendly. It is very prescriptive 
and dictatorial. It is also very complicated and uses language that is not easy to 
follow. We felt that it was very Company centred, rather one-way, it dictates how one 
should be according to the Company standard, and does not allow individual response 
to particular questions, there is no space given to comment on questions, resulting in 
the appraisee being judged solely on the performance scale set. We also felt that this 
in itself was too restrictive as it only gives 3 options, these being ‘Below 
Expectation’, ‘Meets Expectation’ or ‘Exceeds Expectation’. These options do not 
lend much room for elaboration or leave any room for comment. A more fair way of 
judging and individual would be to use the Likert 5-point scale, which ranges from 
excellent to poor. At present the appraisee is boxed into judging themselves very 
restrictively. If the appraisee believes he/she is rather good at a procedure, ‘Meets 
Expectation’ does not give enough credit to the individual. However, ‘Exceeds 
Expectation’ would probably not be ticked either, as the appraisee would not want to 
over rate themselves - thus the form in current use would not be very insightful into 
the employees performance as it would most probably, in the majority say ‘Meets 
Expectation’ with no comments as to how or why.
We feel that the appraisal form used by the Health Club, who run under FFI, is much 
better constructed, fairer and focuses on the individual and not the company.
An ideal appraisal system would include:
I. A simple understandable format which should be issued in advance to both the 
appraisee and the appraiser
II. Have open questions - with space for the appraisee to comment on each one they 
feel is necessary
III. Use a 5-point Likert Scales (if one feels a scale is necessary)
IV. The appraisal should be carried out every 6 months with 3 monthly job chats
V. The objectives discussed at the appraisal session should have deadlines; which can 
be discussed in the job chat
VI. The sessions should be informal and relaxed - to encourage the individual to speak 
more freely to the manager
VILA special form for appraisees to comment on how they felt their appraisal went, 
would also be of benefit to both parties
If one is to compare and contrast the respective forms of Hotel company 1 and FFI, 
one could see how much more beneficial the latter is to both the appraisee and the 
Manager. The FFI form gives a clear introduction as to why one is assessed, what 
should come out of this procedure and how it will be done. It gives clear and precise 
guidelines as to what each question means and how your answer may be interpreted 
etc. The appraisal form is centred to what the employee feels about his/her job and 
what she/he expects from the job. Hotel company 1 ’s current form on the other hand 
is centred to what the company expects from the employee and is very dictatorial. FFI 
starts with assessing personal qualities, which indicates this is an important part for 
them, and shows that they value the individual as a person rather than a company 
product.
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The form as a whole is much more comprehensive than Hotel company 1, giving 
instructions for use, room for comment, examples of how your answers will be 
interpreted. It also uses a 5-point Likert Scale, which is much fairer and gives a more 
precise indication of performance.
Another advantage of the FFI form is due to its conciseness, it cuts down the amount 
of time actually spent on the appraisal, there is not so much need to discuss each 
question, as the appraisee has had much more chance to express themselves on the 
form. Appraisals currently in the Hotel take from 2-3 hours to complete, some of this 
may be due to the fact that the form does not give the appraisee much option to say 
what he/she thinks, so the meeting between the appraisee and the appraiser is used to 
elaborate on each question by both parties and as a result takes more time.
Considering an appraisal form is supposed to measure commitment, understanding of 
goals, sales awareness, creativity, motivation, personal organisation skills, attendance 
and flexibility, when one looks at the current appraisal form used by Hotel company 
1, one can see that all these are either only touched on sometimes or not mentioned at 
all. The FFI form goes into explicit detail on all these issues and gives the appraisee 
ample opportunity to express themselves.
Ultimately the goal of an appraisal is to end up with the appraisee and appraiser 
having agreed certain objectives to be completed within six months. These should be 
formally recorded. One copy sent to the appraisee, one to the manager and one kept on 
file. Their objectives set out should be worked on by both the individual concerned 
and the manager of their department, they should be set to motivate the individual and 
be recognised on completion.
Having identified the problems of effective team working, in summary the problems 
boil down to ineffective communication which leads to lack of job satisfaction and 
ultimately ineffective working.
Communication and organisation are vital to a successful team. All the elements we 
have discussed in this project relating to successful teamwork are influenced and 
determined by effective communication. In all departments, managers and staff need 
to talk regularly, so that all are aware of current concerns and events in their 
respective department. As stated earlier, this could be done through regular meetings.
Lack of communication does cause frustration amongst the staff, who often feel 
uninformed of issues arising in their department, which leads to a drop in standards of 
service, which in turn leads to customer dissatisfaction. Customer dissatisfaction does 
nothing to motivate the staff and as a result the organisation suffers from a high staff 
turnover. People need to communicate to work together well, which will reduce 
customer dissatisfaction, motivate the staff and result in a more successful business.
One point that we felt should also be made is the staffs attitude towards their jobs and 
management. It must be said hat some staff have a very negative attitude towards the 
management, purely and simply because they are ‘Managers’. Here we come to the 
‘them and us’ syndrome. Some staff believe that just because you are a manager it is 
your job to sort out everything. It is an assumption that the managers ‘know
313
Appendix 9: Hotel E final report
everything’ and should sort out everything because ‘that’ what they are paid to do’. 
Some staff are reluctant to associate with managers, actively avoiding meetings and 
even social occasions, perhaps because of feelings of insecurity, but also because they 
don’t like to be seen talking to the management. However, we are pleased to be able 
to say that the gulf between staff and management is closing due to a more relaxed 
attitude by the Executive team and a supportive General Manager who is willing to 
listen to his staff.
In conclusion we have seen that there are some problems with team working at Hotel 
E. However, these problems are being addressed by all concerned, from Executive 
managers to Heads of Department, to supervisors and staff. There is a positive drive 
towards a more thorough system of staff development, and communication is an issue 
that is constantly being addressed, regular meetings are taking place and the Personnel 
and Training Manager is devising a new appraisal form and system that is more staff 
orientated and beneficial to both parties. She is also ensuring that new starters are 
looked after and monitored, all departments have a trainer and skills listings and is 
currently making sure that all departments have an up to date Standard of Procedure 
(SOP) for all staff to refer to. There is an incentive scheme running in some 
departments which reward staff for sales awareness, outstanding service, etc. such as 
the ‘Employee of the Month’. Here, managers nominate any member of staff who 
they believe deserves this prize and gives their reasons why and it is put to a vote by 
the staff. The winner receives £50 worth of gift vouchers. The Reception department 
gives vouchers for any ‘walk-in’ guests taken at full price as an incentive. These 
incentives show staff that the management value their work and reward them 
accordingly.
We have learnt from this project that effective working and a healthy working 
environment comes from EVERYONE - not just the management. It is a two way 
process. We have shown what problems arise from lack of communication and what 
steps we can take to stop them. We also highlighted that in our Hotel, problems are 
being recognised by the management and positive steps are being taken to ensure that 
team working is successful at Hotel E.
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